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JVBL Mission Statement   
 
The mission of the JVBL is to promote ethical and moral leadership and behavior by 
serving as a forum for ideas and the sharing of “best practices.”  It serves as a resource 
for business and institutional leaders, educators, and students concerned about values-
based leadership. The JVBL defines values-based leadership to include topics involving 
ethics in leadership, moral considerations in business decision-making, stewardship of 
our natural environment, and spirituality as a source of motivation. The JVBL strives to 
publish articles that are intellectually rigorous yet of practical use to leaders, teachers, 
and entrepreneurs. In this way, the JVBL serves as a high quality, international journal 
focused on converging the practical, theoretical, and applicable ideas and experiences of 
scholars and practitioners. The JVBL provides leaders with a tool of ongoing self-critique 
and development, teachers with a resource of pedagogical support in instructing values-
based leadership to their students, and entrepreneurs with examples of conscientious 
decision-making to be emulated within their own business environs. 
 
Submission Guidelines for the JVBL  
 
The JVBL invites you to submit manuscripts for review and possible publication. The JVBL 
is dedicated to supporting people who seek to create more ethically- and socially-
responsive organizations through leadership and education. The Journal publishes 
articles that provide knowledge that is intellectually well-developed and useful in 
practice. The JVBL is a peer-reviewed journal available in both electronic and print fora 
(fully digital with print-on-demand options). The readership includes business leaders, 
government representatives, academics, and students interested in the study and 
analysis of critical issues affecting the practice of values-based leadership. The JVBL is 
dedicated to publishing articles related to: 
         
1. Leading with integrity, credibility, and morality;  
2. Creating ethical, values-based organizations;  
3. Balancing the concerns of stakeholders, consumers, labor and management, and 
the environment; and 
4. Teaching students how to understand their personal core values and how such 
values impact organizational performance. 
 
In addition to articles that bridge theory and practice, the JVBL is interested in book 
reviews, case studies, personal experience articles, and pedagogical papers.  If you have 
a manuscript idea that addresses facets of principled or values-based leadership, but 
you are uncertain as to its propriety to the mission of the JVBL, please contact its editor.  
While manuscript length is not a major consideration in electronic publication, we 
encourage contributions of less than 20 pages of double-spaced narrative. As the JVBL is 
in electronic format, we especially encourage the submission of manuscripts which 
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utilize visual text. Manuscripts will be acknowledged immediately upon receipt. All efforts 
will be made to complete the review process within 4-6 weeks. 
By submitting a paper for review for possible publication in the JVBL, the author(s) 
acknowledge that the work has not been offered to any other publication and 
additionally warrant that the work is original and does not infringe upon another’s 
copyright. If the submitted work is accepted for publication and copyright infringement 
and/or plagiarism is successfully alleged with respect to that particular work, the 
submitting author agrees to hold the JVBL harmless and indemnified against any 
resulting claims associated therewith and further commits to undertaking all appropriate 
corrective actions necessary to remedy this substantiated claim(s) of infringement/ 
plagiarism. 
All submissions, including appendices, should be transmitted as a Word.doc attachment 
to either elizabeth.gingerich@valpo.edu (preferred) or jvbl@valpo.edu. The submitting 
author shall provide contact information and indicate whether there are co-authors to be 
listed (specifying which one will be the primary contact).  
All material accepted for publication shall become the property of the JVBL. 
Review Process 
The JVBL seeks work that is clearly written and relevant to the Journal’s central theme, 
yet imbued with analytical and intellectual excellence. In this respect, the editorial review 
board shall consist of both leading scholars and respected high-level business leaders.  
All manuscripts undergo a two-stage review process: 
1) The editor and/or his or her representative will conduct a cursory review to determine
if the manuscript is appropriate for inclusion in the JVBL by examining the relevance
of the topic and its appeal to the Journal’s target readership. The editor may: a) reject
the manuscript outright, b) request submission of a revised manuscript which will
then be subject to a comprehensive in-house review, or c) forward the manuscript for
review pursuant to the provisions of the following paragraph.
2) The editor will submit the manuscript to three reviewers consisting of at least one
scholar and one practitioner. The third reviewer shall be chosen at the editor’s
discretion, depending upon the nature of the transcript. Once reviews are returned,
the editor may: a) accept the manuscript without modification; b) accept the
document with specific changes noted; c) offer the author(s) the opportunity to revise
and resubmit the manuscript in response to the reviewers’ and editors’ comments
and notations; or d) reject the manuscript. To be considered publishable, the
manuscript must be accepted by at least one of each type of reviewer.
Privacy Notice 
The material contained in this Journal is protected by copyright and may be replicated 
only in a manner that is consistent with JVBL’s mission, goals, and activities. Commercial 
replication is strictly prohibited. Prohibited uses include, but are not limited to, the 
copying, renting, leasing, selling, distributing, transmitting, or transfer of all or any 
portions of the material, or use for any other commercial and/or solicitation purposes of 
any type, or in connection with any action taken that violates the JVBL’s copyright. The 
material is not to be used for mass communications without express written consent, but 
may be downloaded for purposes of individual member use and communication.  All 
other uses are prohibited without prior written authorization from the JVBL. For any 
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Elizabeth Gingerich at 1.219.464.5044 or via email at elizabeth.gingerich@valpo.edu.  
Postal Information 
The Journal of Values-Based Leadership is published on-line biannually in Winter/Spring 
and Summer/Fall by the Valparaiso University Press, c/o College of Business, Valparaiso 
University, 1909 Chapel Drive, Valparaiso, Indiana 46383. All hard copies of issues 
published after July 1, 2014, will be available on a pay-to-publish basis only. Archived, 
hard copy issues are still available in limited quantities. If the latter is desired, please 
remit the sum of $10.00 per copy to the Valparaiso University College of Business – 
JVBL, and indicate which issue and the quantity of copies desired together with your 
current mailing address and telephone number. Please visit the Journal (all issues are 
digitally archived) at http://scholar.valpo.edu/jvbl/ for additional information. To report a 
change of address, contact the Valparaiso University College of Business, 1909 Chapel 
Drive, Room 207, Valparaiso University, Valparaiso, Indiana 46383, (telephone): 
1.219.464.5044 or e-mail elizabeth.gingerich@valpo.edu.  
Article Reprint Permission 
No article may be republished in whole or in part without the written permission of the 
publisher. Send requests to reprint in writing to Editor Elizabeth Gingerich at 1909 
Chapel Drive, Room 207, Valparaiso, Indiana 46383, elizabeth.gingerich@valpo.edu, 
1.219.464.5044, fax: 1.219.464.5789.  Please remember that existing artwork or 
images that you may want to include in a new work may be protected under copyright 
law. The unauthorized incorporation of such material into your new work could be a 
violation of the rights of the copyright owner. Please be sure to obtain any permission 
required from the copyright owner. 
Disclaimer 
The content of all articles, reports, case studies, book reviews, and surveys contained 
herein reflect the views of its individual authors, submitters, and/or interviewees and, 
unless expressly so indicated in the text, do not necessarily represent the position of the 
Valparaiso University College of Business.  
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Guest Editorials 
10. IN THE BEGINNING IS THE WORD: LEADING FROM THE FRONT OF THE CLASSROOM BY
RETHINKING THE COMP MODEL
Bill Mesce, Jr. — Montclair, New Jersey, US; Walter Cummins — Teaneck, New Jersey, US
Perhaps no one is in a better position to address this crisis than the people who stand at the front
of the classroom:  the men and women charged with ― especially at the college level ― preparing
not just the next generation of professionals, but the next generation of (hopefully) engaged and
informed citizens. Second only to parents, no one spends more time with our young people and
no one is more exposed to the way they think (or don’t), the way they see the world (or don’t), and
what moves them (and what doesn’t) than teaching professionals.
SETTING THE RECORD STRAIGHT
Ritch K. Eich – Thousand Oaks, CA, US
True leaders – in business, government, and in the press – seek the truth to communicate an
accurate accounting to others, i.e., to relate the truth with a high degree of certainty.
We are living in a time unlike any other when the sheer number and viciousness of conspiracy
theorists and “fake news” true believers know no bounds; where so-called “leaders” regularly
espouse hatred of many traditional media and treat reporters with disgust and disrespect. Wild,
unsubstantiated claims bombard the news waves every day and night. And, all too often, they are
going unchecked with more accepting the ratcheted-up rhetoric of lying and deceit.
A “MESSAGE TO GARCIA” AND MODERN LEADERSHIP
Tiffany Danko – Boston, MA, US
The 1899 publication describing the Message to Garcia leadership parable has often been held
as a model of followership in organizations and the military. However, it also serves as a model of
leadership for empowerment and recognizing the expertise of organization members. Elements of
Kouzes and Posner’s (1987) five-factor transformational leadership model such as enabling
others to act and encourage the heart are the foundation of modern leadership, and can
enlighten our understanding of the Message to Garcia as leaders to seeking to build successful
organizations with a responsible, empowered workforce.
VALUES-BASED LEADERSHIP
Professor M.S. Rao – New Delhi Area, India
It is imperative to underscore the urgent need for values-based leadership worldwide – in our
governments, academic institutions, and businesses. The lack thereof explains the collapse of
global companies such as Enron, Tyco, Lehman Brothers, WorldCom, and Global Crossing due to
unethical practices. This clarion call to inject principled decision-making in all forms of life and
work is demarcated by inspiring examples of ethical leaders including Mahatma Gandhi, Martin
Luther King, Jr., and Mother Teresa. It places emphasis more on the “means” of attainment rather
than on “ends” to excel as ethical leaders. It outlines the characteristics of values-based leaders
and justifies the relevance of values-based leadership in today’s world. It concludes with the
postulate that creating a better legacy for future generations is predicated upon living one’s
values and principles.
ENGINEERING LEADERSHIP PROGRAMS IN COLLEGES AND UNIVERSITIES: A FOCUS ON MORALITY
Russ Carfagno – St. Davids, PA, US
Engineering programs at the college and university level have increased their focus on
engineering leadership programs over the last decade. The education has focused primarily on
skill-based subjects such as organizing, effective communication, and team-building. There is
evidence that supports the ability to improve leadership ability by including material related to
moral disengagement and moral identity in any leadership development program. This paper
describes what is being done today and evidence to support changes in current programs.
21.
25.
32.
37.
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42. TRANSFORMATIONAL LEADERSHIP: BUILDING AN EFFECTIVE CULTURE TO MANAGE
ORGANISATIONAL KNOWLEDGE
Mostafa Sayyadi Ghasabeh — Sydney, Australia; Michael J. Provitera — Miami, FL, US
This paper reviews the current literature of management to indicate how transformational leaders
contribute to organisational knowledge by building an effective culture. The paper is based on a
review of leadership theories, organisational knowledge, organisational culture and the integration
of concepts from the knowledge-based view of the firm. This review also indicates that to develop
organisational knowledge transformational leaders act as change agents who influence
organisational culture which can in turn mediate the relationship between transformational
leadership and organisational knowledge.
63. UNDERSTANDING KINDNESS – A MORAL DUTY OF HUMAN RESOURCE LEADERS
Cam Caldwell — Alexandria, LA, US
The purpose of this paper is to identify the importance of kindness as a moral duty of HRPs in
serving their organizations and the employees within them. As HRPs perform their strategic and
operational roles in the modern organization, properly understanding the nature of kindness is an
important factor in carrying out HRM roles. This paper begins by defining kindness and its specific
application to HRPs — equating the definition of kindness as a leadership trait with six elements of
kindness and seven kindness-related ethical perspectives. The paper concludes with a summary
of its contribution for HRP practitioners and scholars in understanding the nuances of kindness as
a morally-and ethically-related HRM leadership virtue.
81. AN EXAMINATION OF DEMOGRAPHICS, PERSONAL VALUES, AND PHILOSOPHICAL ORIENTATIONS
OF COLLEGE STUDENTS FROM MULTIPLE UNIVERSITY CAMPUSES
Mary Kovach — Oxford, Ohio, US
The purpose of this study is to identify what current students value today and to determine
whether there is a link between personal values and student demographics. A brief demographic
survey of fourteen questions was developed and distributed, along with a twenty-question survey
which is used determine participant’s values, or philosophical orientation. This manuscript further
describes some of the current research within the field, the method in which the data was
collected and analyzed, as well as the results.
DISCERNING THE SERVANT’S PATH: APPLYING PRE-COMMITTAL QUESTIONING TO GREENLEAF’S
SERVANT LEADERSHIP
Henry J. Davis — New York City, NY, US
Robert K. Greenleaf’s servant leadership has become an attractive approach for morally-
motivated leaders. However, paradoxes found in servant leadership have the potential to create
confusion among those individuals interested in its practice. To assist prospective leaders in
deciding upon whether to follow the concepts of servant leadership, an exhaustive literature
review was conducted by the researcher to find and code definitions from servant leadership-
related writings.
WHEN LEADERSHIP LEADS TO LOATHING: THE EFFECT OF CULTURALLY (IN)CONGRUENT
LEADERSHIP ON EMPLOYEE CONTEMPT AND VOLUNTARY WORK BEHAVIORS
Berit Sund — Bergen, Norway; Dr. Oecon. Rune Lines — Bergen, Norway
This article suggests that contempt ― a proclivity towards loathing others ― as an emotional
response, can arise as a consequence of culturally incongruent leadership, i.e. leader behaviors
and actions that do not comply with follower-held, culturally derived expectations and values.
Outcomes of contempt were also studied by hypothesizing that contempt, when experienced in
response to a situation of culturally incongruent leadership, can cause followers to reduce their
display of organizational citizenship behaviors (OCB) while engaging in deviant behaviors.
112.
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136. THE COURAGE TO LEAD OF GHANDI 
Emilio Iodice — Rome, Italy 
Author Iodice examines the life and leadership lessons of Mahatma Gandhi who successfully 
challenged the 20th century’s greatest colonial power to free India using peaceful tactics. While he 
emanated from a background of privilege, he devoted himself to the poor, the helpless, and the 
defenseless to free them from imperial bondage and proved that the even the strongest nations 
cannot win in the face of a united people determined to plan and control their destiny through 
nonviolence.  
154. THE POWER OF THE COVENANT IDEA FOR LEADERSHIP, REFORM, AND ETHICAL BEHAVIOR
Kahlib J. Fischer — Lynchburg, VA, US
This paper proposes the idea of covenant as a unifying metaphor for these valuable and often
overlapping leadership ideas. The covenantal approach has had a tremendous impact on the
history of Western legal and perhaps, more importantly, social and cultural thought and therefore
might offer us a realistic and practical approach to effective leadership.
174. BEYOND BATHSHEBA: MANAGING ETHICAL CLIMATES THROUGH PRAGMATIC ETHICS
Joseph Long — Charleston, WV, US
This paper explores the puzzling nature of leader behavior in order to understand the conditions
that encourage unethical decision-making. Building on the extant literature of pragmatic ethics,
the author explores how leaders can increase the quality of ethical decision-making within their
organizations by understanding the incentives of rational choice. Long has developed a rational
choice-based ethical decision-making model to understand the incentives behind ethical leader
behavior and find that ethical behavior is likely to be rational as long as audience costs remain
higher than the savings benefits incurred by unethical behavior.
Book Reviews 
185. BOOKSMART: HUNDREDS OF REAL-WORLD LESSONS FOR SUCCESS AND HAPPINESS 
by Frank Sonnenberg   
Reviewers: M. Ganesh Sai & M. Ramakrishna Sayee 
191 WIN-WIN CORPORATIONS 
by Shashank Shah, PhD 
Reviewer: Elizabeth Gingerich 
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________________________ 
          Guest Editorials                                              
_________________________ 
___________________________________________________________________________ 
 
In the Beginning Is the Word: Leading from the Front 
of the Classroom by Rethinking the Comp Model 
___________________________________________________________________________ 
 
― Bill Mesce, Jr. and Walter Cummins 
 
The other adjunct sitting with me in the adjuncts’ bullpen was working on the same 
problem as I. This was my first semester at this particular county college, and, while he 
was a veteran of some years, this was his first time teaching a remedial composition 
class, as I was. We were both running into the same wall. For final examinations, our 
students were required to write an in-class response to a pre-chosen essay. The problem 
was we could not find an essay for them to read. Correction: we couldn’t find one they 
could read. 
 
“Every time I think I’ve found one,” he said to me, “I look it over and go, Nah, they’re not 
going to get it.” 
 
I was in the same boat. About 20% of my students had been through rehab (some more 
than once), a few – young as they were – had children (some more than one), one had 
had run-ins with child services, a number were from dysfunctional homes, a few were 
dealing with ESL issues, one or two had only attained their high school diplomas through 
GED programs, and the overwhelming majority couldn’t name the last book they had 
read willingly. I had a 19-year-old student who wrote out 13 and 15 as “thirdteen” and 
“fiftheen,” and most couldn’t understand an article or editorial from the state newspaper 
(keeping in mind, most newspapers are written at the 6th - 8th grade reading level).  Not 
only was the writing in the paper beyond them, but they were so uninformed that they 
had no points of reference with the major stories in the daily paper – international, 
national, even local items – which made the news even more incomprehensible to them.  
Using college-level essay collections like Penguin’s Fifty Great Essays with pieces by 
 
Teachers can lead. The best of them want to lead. 
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Ralph Ellison, Langston Hughes, Joan Didion, Thoreau, Orwell ― all names alien to them 
― were out of the question. 
From the venting, I regularly hear from my colleagues in the adjunct bullpens at the 
various colleges where I teach, it would seem I’m not the only one so frustrated, nor, 
evidently, are those frustrations confined to remedial courses. While the problems I 
faced with that remedial class were as daunting as I’ve ever had to deal with in my seven 
years of adjunct teaching, I’ve seen them manifest in other schools as well, from 
community colleges to state and private universities ― schools serving primarily low-
income, minority students to campuses in nearly all-white, well-to-do suburbs. The only 
difference is degree, and by degree I don’t mean “mild” to “tragic,” I mean “tragic” to 
“disturbing.” Examples:  
 During the 2014 Scottish vote for independence, I asked my students what
countries comprised the United Kingdom.  Among the guesses: “Spain” and
“Europe.”
 There was the student who thought “Earth” was a continent, and the Public
Administration major who couldn’t name our own high-profile governor.
 During a regular class exercise, I read from the major news stories of the day and
asked students to find the relevant locales on a projection of blank maps of the
U.S. and the world. Several students couldn’t find Afghanistan where our country
had been fighting since 2001, Others couldn’t find our neighboring states of
Pennsylvania and New York. Regarding a story concerning Congressional action, a
student revealed his lack of knowledge of the existence of both a Washington
state and a Washington D.C. And even following three prompts (i.e., “Where they
make the country’s laws,” “The nation’s capital,” and “Where the president
lives”), the student continued to point to Washington state.
I can’t help but conclude that the strategies and tools we instructors are given to 
address these problems are designed by people who’ve never been in similar environs. 
They have purportedly misdiagnosed what is actually a symptom to constitute the 
problem. 
Perhaps no one is in a better position to address this crisis than the people who stand at 
the front of the classroom:  the men and women charged with ― especially at the college 
level ― preparing not just the next generation of professionals, but the next generation of 
(hopefully) engaged and informed citizens. Second only to parents, no one spends more 
time with our young people and no one is more exposed to the way they think (or don’t), 
the way they see the world (or don’t), and what moves them (and what doesn’t) than 
teaching professionals. 
They possess a particular vantage point that others in the educational community (i.e., 
administrators and principals) simply lack. Wrote Charlotte Danielson in the 2007 article, 
“The Many Faces of Leadership” for Educational Leadership on this very issue: 
Teaching is a flat profession...The 20-year veteran’s responsibilities are essentially 
the same as those of the newly licensed novice...In many settings, administrators 
remain in their positions for only three to four years, whereas teachers stay far 
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school culture...they are in a position to take the long view.... 
In other words, teachers at any level in position for any length of time can assess how 
students change from one generational iteration to the next as well as witness how 
student culture, mindsets, and worldviews change. The good teacher ― and I’d be lying if 
I said they’re all good at their jobs ― resets, retunes, and refines tactics and approaches, 
often instantaneously, as they confront such behaviors and paucity of skillsets on a daily 
basis.  
The teacher’s job, in the end, is to prepare and guide students to lead to the next level of 
their education, desired professions, and roles in the world beyond institutional walls. 
But if teachers and instructors are to lead from the front, someone has to be tasked with 
pushing from the rear. And in that basic building block of education – the ability to 
understand and communicate with the written word – the pushing side of the 
partnership is failing. 
I recently caught Yale professor Tim Snyder, one of the nation’s leading history 
professors, on MSNBC’s Morning Joe in an exchange stemming from the publication of 
his newest book, On Tyranny: Twenty Lessons from the Twentieth Century. He bemoaned 
how public schools have significantly retreated from teaching history and civics. Snyder 
maintained that these are the lessons which provide the protocols and information on 
the fundamental underpinnings of our national and international discourse. Or, put 
another way, they tell us how the world and our country work (or, rather, are supposed to 
work). 
In an earlier interview with NPR’s Robert Siegel, Snyder warned that fascism finds its 
growth culture in “... the neglect or repudiation of the real world...”; a place where “... 
facts are irrelevant.” But the underlying problem which has led to the repudiation and 
forfeiture of fact is more basic and foundational than a lack of civics education. How 
does an educator impart the lessons on governance to a generation who has collectively 
and deliberately retreated from a real world of facts and true events and whose capacity 
(let alone will) to even understand them is limited by a growing inability to digest even 
modestly complex written text? Again, to oversimplify:  how can you understand the news 
if you can barely read it? 
When I survey my classes, I find that most, including many in my Creative Writing 
classes, haven’t read voluntarily in years! Some claim (boast, actually) they never have. 
I’ll never forget one freshman who admitted, without reservation, that he hadn’t read 
anything since Where’s Waldo?  Many freely admit to not reading assigned textbook 
readings even though they include instructions on how to carry out an upcoming task. 
Guest speaking at an upscale private high school, I asked one student why he read so 
little; there had to be something in the tens of thousands of volumes in print of interest 
to him. He replied, “It’s boring!” The subject didn’t matter; it was the act of reading itself 
which bored him. 
Which makes tragic sense. Again, after surveying my classes, most have had a cell 
phone since at least their mid-teens, some even earlier. Nearly all have had access to a 
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computer and videogame console in their households since they were children (this 
includes students from low-income households). According to a 2009 Kaiser Foundation 
study of 2,000 young people ages 8-18, even at that time, kids were already spending 
nearly every waking minute they weren’t in school connected to some device or another: 
texting, cruising the net, videogaming, etc.  Nearly half of the heaviest users averaged 
grades of C or lower. 
Increases in this kind of media usage among youth negatively affects scholastic 
achievement. According to 2015 SAT results, less than half of those taking the test 
achieved the benchmarks indicating they were ready for college (the results vary by 
demographic with the percentage climbing steeply for minorities). For those who have 
reservations about the validity of SAT scores as an intellectual measurement, the ACTs 
put the percentage even lower:  below 40%. The discontinued writing portion of the SAT 
experienced a steady decline in scores since it was introduced in 2006 (which no doubt 
contributed to the decision to drop it as a required section). According to a 2015 study 
by education analytics company Renaissance Learning, the average college freshman is 
reading only at a seventh-grade level. Education expert Sandra Stotsky, commenting on 
the study, said that by the time collegians graduate, they are still only reading at the level 
of a high school senior. 
Considering how little today’s young people read before they enter college, this should 
come as no surprise.  According to “What Kids Are Reading,” a 2016 Renaissance 
Learning report based on data from almost 10 million students at schools across the 
country, more than half of U.S. students read for less than 15 minutes a day. The report 
emphasizes that minimal exposure to the written word has a negative impact on and 
deters students from “developing vocabulary, fluency, comprehension, writing and 
higher-order thinking skills.”  
According to an April 16, 2016 Washington Post story by Danielle Douglas-Gabriel ― 
“Remedial Classes Have Become Hidden Cost of College” ― one in four college freshmen 
enroll in remedial courses at a cost of $1.5 billion to their tuition-paying parents.  While 
the percentage of remedial students climbs to as high as 60% in community colleges 
with their higher percentage of minority and economically-disadvantaged students, the 
Post story points out that overall, 45% of those in college remedial courses emanate 
from middle- and upper-income families. Even more frightening is the fact that a student 
taking remedial courses is more likely to drop out of college. 
Anecdotal as my experiences may be, I’ve seen nothing in my classrooms to persuade 
me otherwise, and I doubt any of this is news to any veteran instructor. But it does raise 
the question of how to remedy comprehension and writing deficits in a 15-week 
semester when those deficits have been accruing over a young person’s lifetime. The 
approach of trying to teach kids alienated from text by concentrating their exposure to 
dense and arcane reading materials seems not only self-defeating, but, considering the 
materials currently in use, almost guarantees to increase their antipathy toward reading 
and writing, and, consequently, nullifies an informed engagement with the world at large.  
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My experience has been that the strategy of the typical remedial comp course is to take 
students back to basics. For example, here are the chapter headings from the text I was 
assigned to use for a county college remedial course I taught a few semesters ago: 
 
 The Simple Sentence 
 Avoiding Run-on Sentences and Comma Splices 
 Verbs:  The Four Main Forms 
 Making Subjects and Verbs Agree 
 Using Pronouns Correctly 
 Punctuation 
 Words That Sound Alike/Look Alike 
 
The introductory paragraph from the chapter, “Beyond the Simple Sentence:  
Coordination,” provides a sample of this basic form of instruction: 
 
A group of words containing a subject and a verb is called a clause. When that group 
makes sense by itself, it is called a sentence or an independent clause.  A sentence 
that has one independent clause is called a simple sentence. 
 
For my remedial students, this is meaningless. I will ask what are the necessary parts of 
a sentence, and they will answer, “A subject and a verb,” but then it’s clear in their 
writing they have no idea what constitutes a subject or a verb let alone a complete 
sentence. Going further into the arcana of grammar and syntax with terms and concepts 
like indefinite pronouns, verb tenses, irregular verbs, dangling modifiers, etc. only 
bludgeons them into a kind of numbness.  I might just as well be speaking to them in 
tongues. 
 
When I taught remedial writing at a well-to-do suburban community college, that 
institution, too, took a back-to-basics approach, but had introduced an online system for 
grammar homework in the belief more favorable results would be produced from 
engaging students through a favored medium:  the computer.  What I saw was that kids 
were equally repugnant to reading or performing grammar exercises online as they were 
in a workbook.  A significant number of my students in that class failed to complete the 
online component (even though it was required), and a few never attempted to at all. 
 
While I’m sure substantial pedagogical theory supports the design of the materials I’ve 
used in my classes, it is difficult for me to assess how teaching writing to students ― 
whose comprehension and writing skills are already significantly below their grade level 
― by immersing them in the drudgery of basic grammar is going to engage them as either 
readers or writers. Or, more starkly stated, if they’re already disengaged with reading and 
writing, what does one accomplish by subjecting them to the banal even further? 
   
I cannot claim to match the pedagogical expertise of those who design these texts and 
syllabi. I am not a trained education professional. I’ve been an adjunct instructor for just 
about seven years.  But I like to think I know about writing. 
 
I’ve written books ranging from mainstream commercial fiction to academic non-fiction. 
I’ve written for film, TV, and the stage. In a 27-year corporate career, I have written 
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speeches, presentations, brochure copy, annual report text, executive correspondence, 
reports, and press releases.  I’d go as far as to say that in a writing career which now 
exceeds 36 years, there are few forms of writing ― creative or otherwise ― I haven’t at 
least attempted. I’ve even had a few horrible poems published. 
 
Even though I’m of a generation that did have to sit through elementary classes slogging 
through diagramming sentences and the like, most of what I have learned about writing I 
have learned – or perhaps the better word is “absorbed” -- by reading other writers, and 
then trying to apply what I’ve learned to my own work. Trying to attune remedial students 
to effective writing through a back-to-basics strategy is like trying to introduce one person 
to another one organ at a time: “Hello, Mary, this is my friend Joe’s liver, this is his left 
kidney, this is his pancreas.” 
 
I was recently a participant in a Creative Writing MFA program at Fairleigh Dickinson 
University. The design of the program substantially mirrored my own personal 
experience.  The driving philosophy of the program was that writing isn’t taught; what’s 
taught is learning to write through reading. More succinctly stated is that absorption, 
with raw input refined through a continual process of writing, feedback, and rewriting, is 
what is needed to effectively lead in the classroom. In the same way that vocabulary is 
built through a process of inculcation, so, too, are writing tactics and strategies which are 
first seen in reading materials, digested, and then hopefully synthesized into the 
student’s own work. 
 
Granted, a master’s level program dealing with graduate students dedicated to creative 
expression on the page isn’t quite the same thing as dealing with a class of writing-
resistant, text-alienated freshmen trying to grasp the fundamentals of the basic college 
essay. But it strikes me that a holistic approach ― as opposed to a back-to-basic strategy 
― provides a more natural roadway to basic writing competency. It certainly can’t be 
worse, at least in the context of trying to equip freshmen who are already reading and 
writing below their grade level, to write at the college level in a short 15 weeks. 
 
To that end, it may be time to jettison the idea of introductory and remedial writing 
courses garnered from a textbook. The text publisher’s marketing concept that there’s 
some sort of one-size-fits-all approach may be an attractive sales pitch, but it simply 
doesn’t work in certain environments. For example:   
 
One county college where I’ve taught has a student body that is easily 90% Hispanic.  
Many are either the children of recent immigrants, or are immigrants themselves.  
Not only is the florid language of George Orwell’s “Shooting an Elephant” or Kate 
Chopin’s “The Storm” beyond my freshman comp class’s less than firm grasp of 
English (these are readings from the 792-page Patterns for College Writing they were 
required to buy), but the essays themselves, brilliant writing though they may be, 
have no point of connection to their demanding, low-income, urban lives. Basic 
written English is tough enough for them to digest without also having to deal with 
content which is, for them, meaningless and rendered in a high literary style to boot. 
 
Similarly, a typical element of freshman comp ― and the usual form of comp midterms 
and finals ― is to interject a well-written essay and ask students to write a response 
VOLUME X • ISSUE II • SUMMER/FALL 2017 
18 
L
E
A
D
E
R
S
H
IP within a given time limit.  In my experience, the topics of these essay prompts tend to 
ascribe to what department chairs think students should know rather than what they do 
know. Consequently, students usually can only respond with no more depth of 
information than they can extract from the essay itself, providing they have a grasp of 
the essay’s main themes.  In one comp class, I used an essay on “American 
Exceptionalism” as a prompt from a previous semester as a practice exercise.” Luckily, 
this was only a practice as I had to spend 10-15 minutes explaining the concept of 
American Exceptionalism. I might just as well have asked them to respond to an essay 
on the First Law of Thermodynamics.  
What I’ve found to work better (full disclosure: not necessarily well, but better), is a 
series of texts (both written and visual - i.e., films, TV episodes, music videos) introduced 
over the course of the semester chosen to target the general sensibility of my class. They 
won’t learn unless they’re engaged, and it’s easier to engage them with forms and 
content they recognize and appear relevant, that, if nothing else, take them outside their 
preconceptions of collegiate drudgery (FYI, the overwhelming majority of my community 
college students are the first in their families to attend college; some are often the first 
to finish high school).  It appears easier for them to recognize concepts than digest 
grammar. By using content that triggers their interest and sparks an idea they want to 
express, it becomes easier to help them perfect that means of expression than attempt 
to accomplish this same objective through a series of rote grammar exercises. 
Is it an approach that would work universally? Probably not. Students who are better 
prepared for the intellectual rigors of college don’t need their intellects tickled in this 
fashion (although experience has shown me they still need such stimulation, just levied 
in a more complex manner).   
Says Kim Brian Lovejoy, editor of the Journal of Teaching Writing, there is substantial 
research addressing the very points I’ve made here; a good deal of the pedagogy used in 
classrooms is both outdated and mismatched with today’s students. So, why aren’t the 
new models being implemented? Lovejoy suspects underfunding and writing program 
directors trained in literature rather than rhetoric and composition. Those in leadership 
positions ― those who draft curricula, who decide on texts and strategies ― are often, by 
their backgrounds, ill-equipped to make practical, effective decisions on what should 
happen in the classroom. Whatever the reason, a paucity of the research ― at least from 
where I stand in front of 20 students (a typical size of a freshman composition course) ― 
is making its way into the learning-to-write process or into the high-priced materials 
textbook publishers push as the latest multimedia must-have. 
To design effective teaching materials, we first need to truly understand the extent of the 
crisis and I’m not sure we do. The problem isn’t what incoming freshmen don’t know; it’s 
why they don’t know it ― their generational resistance and avoidance of text. And dealing 
with that, as I said earlier, requires a larger, complicated conversation because these 
issues are the symptom.  Curing the symptom does not cure the disease. 
The disease is that by college age, the damage to literacy has already been done, and it 
is damage inflicted deep into the intellectual tissue. It goes hand-in-hand with a 
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generational disengagement from what is happening in the world around them, even to a 
lack of interest and curiosity in their chosen professions (I can’t remember the last 
business major I had who willingly read The Wall Street Journal or even followed 
business news online or on TV).  According to that same Renaissance Learning study, 
reading levels appear to be leveling off by fourth grade. In the November 8, 2015 
Washington Post piece, “Why Americans Can’t Write,” Natalie Wexler, trustees’ board 
chair of the non-profit Writing Revolution, wrote:  
 
It’s no secret that many Americans are lousy writers. Just ask any college professor 
or employer...Surely one reason so many Americans lack writing skills is that, for 
decades, most U.S. schools haven’t taught them...if we keep expecting students (in 
the upper grades) who can’t construct decent sentences to magically produce 
coherent essays, we’ll remain a nation of lousy writers forever. 
 
A 15-week remedial course is a patch job, nothing more. Literacy ― the ability to 
understand written text and express one’s self competently through the written word ― 
has to be built brick by brick on a foundation laid at the earliest possible moment not 
just in schools, but in the home. Otherwise, instructors are, in effect, being handed a 
mop and bucket, pointed to rising flood, and told to “Clean it up.” 
 
This isn’t about insuring a college kid can write a decent college essay. The essay is 
simply the mental callisthenic to develop intellectual muscle. Writing an effective college 
essay requires long-term focus, the ability to compile information and discern its validity, 
organizing one’s thinking into a clear picture of what the data suggests, and 
communicating that vision to others. It’s about ― to quote that Renaissance Learning 
study ― “higher-order thinking skills.” As I often tell my students, “You might be a genius 
in your head, but if you can’t get all that genius thinking out of your head, if when you 
open your mouth or set words to paper you come off like an idiot, you’ll be labeled an 
idiot.”  
 
Under the guiding hand of the person at the front of the room, the basic skills of reading 
and writing at a college level take the student into the intellectual terrain of critical and 
analytical thinking, of ideas and evidence, of an understanding that goes beyond the 
parochial aim of, “Will this get me a job?” to seeing each student’s realization of their 
connection to the day’s headlines, and to the global political and socioeconomic 
undercurrents that do, directly and indirectly, impact them. 
 
But right now, we’re at a point where we risk ― if we’re not already there ― a nationwide 
state of intellectual chaos. Voting patterns in the 2016 presidential election showed 
clear demarcations between voters with college degrees and those without. There are 
similar lines of division between audiences for various news sources and even, for that 
matter, what even constitutes news. The idea of “alternative facts” finds a fertile growth 
culture where the responsibility to educate our citizenry on how the world works, how our 
country works, has failed; this is the “... the neglect or repudiation of the real world” Tim 
Snyder talks about. 
 
Teachers can lead. The best of them want to lead. But as I have said, there has to be a 
concerted effort to help them by pushing from behind. That involves a conversation 
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educational materials, pedagogues, administrators, politicians, and parents. And, sadly, 
that is a conversation which will probably never happen. 
Each round of poor scores ― whether they’re in the form of state assessment tests or 
college entry exams like the SATs and ACTs ― doesn’t bring a conversation around the 
question of, “How do we fix this?” but rather one of “Whose fault is this?” Most of the 
blame tends to fall on instructors working with materials they didn’t select to teach 
curricula they had no voice in designing to achieve goals often set because they’re 
attainable rather than vital (i.e., dropping the SAT required writing section apparently 
because SAT takers were growing worse at writing every year). Defensiveness, self-
interest, turf wars, mercenary politicking...all eclipse central questions of, “What do we 
want our kids to know? What do we want them to be able to do?” Paradoxically, the 
contingent given the least input into answering those questions are those best 
positioned to address them:  teachers. 
But if all of the parties involved and all of the elements of an educational and social 
system are producing collegians bragging that their last book was Where’s Waldo, how 
far can teachers be expected to lead them?  
___________________________________________________________________________ 
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_______________________________________________________________ 
 
Setting the Record Straight 
_______________________________________________________________ 
 
― Ritch K. Eich, Member of the JVBL International Editorial Board  
 
True leaders – in business, government, and in the press – seek the truth to 
communicate an accurate accounting to others, i.e., to relate the truth with a high 
degree of certainty. 
 
We are living in a time unlike any other when the sheer number and viciousness of 
conspiracy theorists and “fake news” true believers know no bounds; where so-called 
“leaders” regularly espouse hatred of many traditional media and treat reporters with 
disgust and disrespect. Wild, unsubstantiated claims bombard the news waves every day 
and night. And, all too often, they are going unchecked with more accepting the 
ratcheted-up rhetoric of lying and deceit. While I am not a psychologist, I do worry that 
not only may the First Amendment to the U.S. Constitution be in jeopardy but also that 
criminal behavior will increase. 
 
Traditional or mainstream media, like us, are imperfect and make mistakes. And when 
they do, they must acknowledge their errors. To paraphrase what my colleague Norm 
Hartman once said, reporters and editors must increasingly hold our leaders 
accountable for real answers rather than change-the-subject techniques that are taught 
in basic media training. 
 
When you are the press secretary to the President of the United States, or the public 
affairs officer for a Fortune 100 company, much of your success relies upon your ability 
to effectively communicate with the media. As a former public affairs officer in the naval 
reserve and the private sector, I understand the very real challenges of being a conduit 
between the press and the organization you represent. However, if there’s one lesson 
I’ve learned, it is that credibility, respect, and integrity are paramount. Without these 
qualities, reporters will always second-guess you, and you will have difficulty getting your 
message heard. 
 
The press secretary to the President of the United States is charged with communicating 
the Commander-in-Chief’s message to the American people through his interactions with 
the press. Sean Spicer is a classic case study in how not to deal with the media. The 
White House has a responsibility to communicate with U.S. citizens, as well as our allies 
around the world. One of the tenets of the founders of the U.S. was to ensure that no 
one, including the President, would ever be able to secure absolute power. Freedom of 
the press plays a major part in guaranteeing that the U.S. remains a democracy. Working 
with the press is seldom easy, whether you agree or disagree with what they are 
reporting. 
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I suspect like many of you I was taught to not only place a very high value on the 
importance of a free press, but to depend on it. Inherent in that trust, however, was to 
make sound judgments about what I read, listened to or watched, always carefully 
evaluating its veracity as best as I could determine. 
 
Changes in media organizations — new and old — have been frequent and profound. And, 
the process continues. With the decline of dailies across our country, a few mainline 
news organizations like the Wall Street Journal, the Washington Post, and the New York 
Times seem to be holding their own, in print and online. They appear to be as committed 
as ever to the pursuit of the truth. That said, they are being challenged as never before. 
 
When Mike McCurry was press secretary to former President Bill Clinton, he used his dry 
sense of humor, combined with an interpersonal style and a high degree of cooperation 
to enable him to succeed in his position. He told me that his goal was always to provide 
the press with honest, credible information, and that he worked arduously inside the 
White House to get key players, including the president, to level with him.  Mr. McCurry 
never felt as if he had been blindsided. I’m not sure the same can be said for Mr. Spicer. 
 
If you want to get your message out, it is important to work with the outlets you use for 
communicating your message. You cannot expect the media to listen to you if you are 
not perceived as credible, respectful, or honest.  What my fellow public affairs colleagues 
and I have learned, is that if you embrace the following, you will likely enjoy a more 
productive relationship with the press as well as your constituents: 
 
 Be Consistent. Just because you do something every day, doesn’t mean you’re 
being consistent.  If press briefings or press releases are perceived as unreliable 
or and in constant chaos, your message will never be heard. Recent White House 
press briefings have been inconsistent in messaging, and haphazard in 
presentation.  According to Bill Wilson, a former naval reserve public affairs 
officer and television newsman with many decades of experience, if you want 
your message to be heard, it needs consistency.  Get your facts – and story – 
straight. 
 
 Be Empathetic. If you’ve been in someone else’s shoes, you’ll have a better 
understanding of the challenges that person or persons face. As a former 
newsman and company CEO, Wilson understood how the media worked, and as a 
result, could empathize with them — even if they didn’t always see eye-to-eye. 
While not every press secretary or public affairs officer has the kind of experience 
Wilson does, they can show respect for journalists who have a job to do, and try to 
put themselves in their shoes. Interestingly, Wilson learned the importance of 
trust early on as a pilot and now as a flight instructor. 
 
 Respect Your Audience. The press is on the frontline, and considers it their 
mission to uncover the truth. The news media also happens to be big business. 
Breaking stories sell, so it’s unlikely the media is going to back off easily. 
According to Wilson, it’s not the press secretary’s job to do the reporter’s job for 
him or her. But it is important to be responsive — and honest.  If not, your 
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reputation will suffer.  Respect the needs of the media, and they will generally 
respond in kind.   
 
 Be Honest. Dealing with the media can be challenging and frustrating. According 
to Larry Ames, former assistant sports editor at the Boston Globe, retired sports 
editor of the Ventura County Star and author of the forthcoming book, Never Dull, 
it is crucial to be open in all matters: “Honesty, quickly delivered, is all you ever 
need to know.”  When the media knows you’re being upfront, even if it’s to say 
that you can’t comment on something or share information, your honesty leads to 
trust. Trust is essential in any relationship. 
 
 Learn from Your Mistakes. Everyone makes mistakes — it’s what makes us 
human.  Learning from them makes us better at what we do. If you make a 
mistake, own up to it, correct it, and move on. And be sure you do it quickly! Don’t 
ever let a mistake linger because you are embarrassed or hope it will just 
disappear. The media will respect you for it, and understand. After all, it is no 
secret that they also make mistakes. The difference is that the real professionals 
are not afraid to admit it, make it right, and move on.  Continuous learning is 
important to working with reporters.    
 
According to Jim Noone, a civilian public affairs practitioner (ITT Washington office), D.C. 
reporter (National Journal) and also a retired naval reserve public affairs captain, it is 
important to cooperate with the press: “The media should be treated with respect as an 
independent check on our institutions, including the U.S. government, the Department of 
the Defense, and the Navy.  Put differently, the news media is the eyes and ears of the 
citizens.” 
 
McCurry feels that relationships with the press, by definition, are adversarial, but that 
doesn’t mean they can’t be amicable and professional. Hostility will only breed more 
hostility. 
 
Everyone I spoke with insisted that having a supportive organization behind your efforts 
is essential to working with the media. Unfortunately, if the top of an organization has a 
hostile view of the press, it is a daunting challenge for even the best press secretary or 
public affairs professional to succeed.  
 
The press and the press secretary don’t have to be the best of friends — in fact, they 
shouldn’t be. There needs to be a respectful amount of distance to ensure fair reporting.  
But real leaders, including press secretaries, understand the value of the media in 
communicating with clients, constituents, and even those who disagree with them.  
  
According to Norm Hartman, a business pioneer in media training and crisis 
communication, as well as an award-winning broadcast journalist, there is an obligation 
that arises out of the presidency to answer questions unless personnel matters, or 
matters involving national security, prevent you from doing so. Author of “The Media and 
You — A Basic Survival Guide,” distributed worldwide by the Centers for Disease Control, 
Hartman has trained countless industry executives for interviews on 60 Minutes, The 
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Today Show, Dateline, Nightline, CNN, CNBC, the Wall Street Journal and many other 
media. 
 
James Madison, the 4th president of the United States, once wrote that freedom of the 
press is the right that guarantees all the others. And, as we try to forge ahead along a 
path fraught with peril from practically every direction, the stakes for the U.S. – and for 
the most part, the entire global community – have never been higher.  
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_______________________________________________________________ 
 
A “Message to Garcia” and Modern Leadership 
_______________________________________________________________ 
  
― Tiffany Danko, Commander, U.S. Coast Guard Reserve, Boston, MA  
 
The 1899 publication describing the Message to Garcia leadership parable has often 
been held as a model of followership in organizations and the military. However, it also 
serves as a model of leadership for empowerment and recognizing the expertise of 
organization members. Elements of Kouzes and Posner’s (1987) five-factor 
transformational leadership model such as enabling others to act and encourage the 
heart are the foundation of modern leadership, and can enlighten our understanding of 
the Message to Garcia as leaders to seeking to build successful organizations with a 
responsible, empowered workforce.   
 
“Message to Garcia”: A Teaching Tool for Followership 
As a young military officer, newly-arrived at my second assignment, I met with my 
department head about tasks my division needed to accomplish. After I had already 
asked several questions, he ended the meeting by telling me, “Take the message to 
Garcia!” I had never heard this saying before, and quickly discovered a leadership 
parable often used in parts of the military.  After my department head finished laughing 
at my clear confusion, he explained to me the military’s saying of “Take the message to 
Garcia,” saying that I should stop asking questions and go about accomplishing the task 
I was assigned.   
 
The Message to Garcia story is used by some as a parable of followership, an example of 
not asking questions but rather going out and executing a task or mission independently, 
without the need for further supervision. This was the point my department head was 
making. This story, however, is a valuable paradigm for leadership as well. As I’ll explain, 
it can be a model for selecting appropriate personnel with the correct skill set and 
empowering them to work independently to be the powerful professionals that we value 
in organizations today.   
 
What was the “Message to Garcia”? 
A Message to Garcia, written by Elbert Hubbard, was published in 1899, and purports to 
tell the story of how U.S. Army First Lieutenant Andrew Summers Rowan carried a 
message from President McKinley to the Cuban General Garcia during the Spanish-
American War (Hubbard, 1899).  In his widely-circulated article, Hubbard calls out 
Rowan’s actions as the perfection of followership, saying that “Rowan took the letter and 
did not ask, ‘Where is he at?’” (Hubbard, 1899, p. 1).  Hubbard describes Rowan’s 
actions as the exemplar of the perfect follower, saying that he carried his message to 
Garcia, without asking questions, without needing help, and on his own.  He notes that 
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“And the man who, when given a letter for Garcia, quietly takes the missive, without 
asking any idiotic questions…” (p. 2) is the best kind of worker, and will be valued and 
held up as the model for others, that the “…world cries out for such; he is needed, and 
needed badly — the man who can carry a message to Garcia” (p. 2). The real story, 
however, shows a different side of Rowan. 
 
First Lieutenant Rowan was not merely a junior officer, but rather an experienced 
adventurer, skilled at intelligence work and demanding missions through arduous 
terrain, experienced in Central America and Cuba, and fluent in Spanish. A graduate of 
the U.S. Military Academy at West Point, he served at various Army forts across the 
American west for several years.  Then, he covertly surveyed routes of the Canadian 
Pacific Railroad for the U.S. War Department, followed by two years surveying for the 
International Railway Commission in Central America. As an experienced intelligence 
officer, professionally skilled in mapmaking and surveying, he became the senior figure 
within the mapping section of the Military Intelligence Division (U.S. Army, n.d.).  Along 
the way, Rowan also co-wrote the book, The Island of Cuba: A Descriptive and Historical 
Account of the “Great Antilla” (Rowan, 1929) and served as the military attaché to Chile 
in 1897 (Conroy, 2016).  Clearly, Rowan was a professional equipped with language 
skills and a knowledge of Cuba as well as a veteran of arduous travel, familiar with 
intelligence work. When called by Colonel Wagner, head of Military Intelligence, to take 
President McKinley’s message to Garcia (Rowan, 1929), Rowan may have been one of 
the best choices possible for leadership in the United States military. 
 
Leadership and Organizations 
First Lieutenant Rowan was clearly an outstanding choice to take that message to Garcia 
but not for the reasons Hubbard elucidated — his followership, his willingness to merely 
say “yes, sir!” and proceed without question. Rather, he was the right choice and was 
consequently empowered to carry out his tasks. Traditional heroic leadership models in 
organizational structures focus on hierarchies, often with transactional engagements 
between leaders and the led, while contemporary leadership theory includes 
collaborative relationships, empowerment of subordinates, non-hierarchical 
relationships, and an understanding of the internal and external environments of 
organizations (Cunliffe & Eriksen, 2011). Critical to mission accomplishment and 
organizations, leaders and leadership have been studied by many.  For example, 
Weber’s studies of leadership and authority identified the importance of leaders and the 
some of the difficulties faced by complex organizations (Heilbrunn, 1994).  In these 
studies, traditional leadership and organizational culture theories often focused on the 
great man concept of leadership, founded on charisma, skills, and innate leadership 
capabilities ― not reliant on the skills and capabilities of subordinates or the larger 
organization (Raelin, 2011).   
 
Five Factors of Leadership 
Today’s organizational leadership theories, however, consider many more factors such 
as contingencies of the environment, the interaction of members and the organization, 
collaborative practices, and empowerment of self-actualized workers with recognized 
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expertise (Raelin, 2016). Although there are many organizational and leadership models, 
Kouzes and Posner’s (1987) five-factor transformational leadership model shares many 
common factors with the current theories, and parallels the real lessons of the Message 
to Garcia.  Their studies of organizations identified five different factors for leadership 
success in organizations: challenge the process, inspire a shared vision, model the way, 
enable others to act, and encourage the heart. Challenging the process recognizes new 
ideas and is a fundamental part of transforming organizations, seeking new 
opportunities as a leader while adapting to the changing environment. By inspiring a 
shared vision, those changes become reality for the members of the organization, as 
transformational leaders not only create the vision of the future but also collaboratively 
share that vision. Transformational leaders also model the way, setting and following 
high standards while fostering credibility, as they encourage the heart, serving the 
human dimension of the organization through motivation and recognition of 
achievements (Kouzes & Posner, 1987; Abu-Tineh, Khasawneh, & Omary, 2009).  
Focusing on enable others to act and encourage the heart, the Message to Garcia story 
shows us the other side of the leadership model: not the followership proclaimed by 
Hubbard, but our responsibilities as leaders.    
 
The real story of the message to Garcia as a model of leadership reflects Kouzes and 
Posner’s enabling others to act, the collaborative and empowering recognition of 
organization members’ skills and expertise while developing others for the overall 
success of an organization and its responsibilities. Enabling others to act also means 
giving organization members a voice in decision-making and the organizational planning 
process, recognizing the ownership and responsibility of the collaborative group within 
that entity (Abu-Tineh, Khasawneh, & Omary, 2009).  Just as Rowan was recognized by 
Colonel Wagner as the best choice for the Cuban mission, as leaders, it is our 
responsibility to recognize the unique skills of organization members and empower them 
to act. 
   
Leaders are often responsible for assigning responsibility of critical projects to 
individuals and groups within organizations. While perhaps not as arduous as Rowan’s 
multi-week journey to meet with General Garcia in Cuba (Rowan, 1929), the tasks we 
assign are nonetheless essential to our organizations and their success. Finding the 
experts, like Rowan, includes looking beyond the normal hierarchy and using the unique 
expertise that our people bring to the organization. For example, as the Commanding 
Officer of a deployed Coast Guard unit, I sought to quantify the data of over 10 years of 
Coast Guard maritime security operations for the organization. This task not only 
required the technical skills of analyzing the data, but also the research expertise of 
finding and sifting the data out of 10 years’ worth of reports of varying quality and 
quantity, the format of which had changed with each successive deployed unit.  When I 
asked my department heads to find me the best person for the job, they informed me 
that the ideal person was not an administrative specialist, but rather one of my enlisted 
personnel who normally managed communications. He was the perfect person for the 
job, with exactly the right skills due to his degree in data analysis. What might have taken 
months if I simply tasked an individual was instead accomplished in a few weeks. 
Moreover, his analysis was outstanding and enabled us to quantify how operational 
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requirements had grown and plan for future capital improvements, asset allocation, and 
personnel requirements.   
 
Kouzes & Posner’s (1987) enabling others to act means recognizing skills wherever they 
are in an organization, and empowering the members of the organization be part of the 
problem-solving process. In this case, I found the needed expert by being open to the 
initiative and professional skills shown by one of my unit members, and the wisdom of 
my department heads for knowing who was the right person for the job.  The other side 
of this responsibility is not only recognizing the expertise of all members of our 
organizations, but also according them the latitude and responsibility to act on their 
knowledge and skills. 
 
We have all found ourselves as leaders debating the degree of control we should 
exercise over an organizational task. Remember the real story behind the Message to 
Garcia, I have kept the leadership paradigms described in mind many times, and have 
been rewarded by the outstanding performance those I was privileged to serve with.  For 
example, during my time as a senior officer at a Coast Guard Sector, the multi-year 
period for granting credit for prior Incident Command System (ICS) qualifications for 
managing large-scale multi-agency disaster and emergency responses was ending.  After 
the deadline, any previous experience without extensive documentation would no longer 
be applied, and of our personnel would have to start from scratch on their qualification 
requirements. To address the issue, I tasked my Planning Department Head with solving 
the problem — determining who among our over 250 Reserve personnel met the 
requirements and qualified for a certification.  He was the right person for the job, with 
the contingency planning and human resources expertise to understand and solve the 
problem, and I empowered him to execute the task, recognizing those professional skills. 
He not only developed a team to contact personnel, sweep records, and track prior 
performance, but the process model he created was then leveraged by the larger 
regional organization to do the same for over 900 personnel.  As a result, our 
organization certified over 100 ICS qualifications before the deadline, ensuring that our 
people were recognized for past emergency management performance and skills and 
greatly enhancing the region’s response capability certifications.  
 
The Message to Garcia story tells us of how LT Rowan traversed Cuba, using all his 
resources to deliver the message. Enable others to act means giving others the 
resources to execute their mission, and granting the self-efficacy to do so.  Rowan’s 
tasking by Colonel Wagner included “You have been selected by President McKinley to 
carry a message to Garcia. He is somewhere in the eastern part of Cuba. Your duty will 
be to find him and learn the military situation in Cuba in so far as he knows” (Rowan, 
1929, p. 1). He was provided with a scheduled boat as far as Jamaica, the only useful 
resources the War Department had for the mission, and made responsible for his own 
success. By contacting others, seeking out help, and using his own skills, Rowan evaded 
Spanish ships and patrols, reaching General Garcia in Cuba. Many studies have shown 
that self-efficacy and autonomy provides organization members with self-determination, 
responsibility, and engagement with organization missions (Hartog & Belschak, 2012).  
As leaders, enabling others to act is the means to this autonomy.  
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Kouzes and Posner’s five factors of leadership also include encourage the heart, the 
essential feedback to organization members that acknowledges achievements, providing 
the human dimension of support and recognition of valuable contributions. Rowan was 
recognized upon his return, lauded in the papers of the time. President McKinley 
personally met with him, saying “You have performed a very great deed” (Rowan, 1929, 
p. 2). He was also awarded the Distinguished Service Cross, and went on to serve in 
many other high-profile roles in the U.S. Army before his retirement. While every 
achievement is not comparable to Rowan’s, the principle of encourage the heart 
remains the same.   
 
Our organizations give us many means to recognize success. From the most basic 
personal recognition, to awards, evaluations, and promotions, these are critical tools in 
the feedback look of empowerment and organizational success. As a Commanding 
Officer, one of the most rewarding things I had the opportunity to do was recognize the 
outstanding performance of my unit members. Congratulating my personnel on their 
promotions, pointing out that the command had advanced over 25% of the unit every 
year, was a means of recognizing their success in our organizational mission as well as 
their personal success and professional growth. This feedback process is an essential 
part of the leadership continuum, building the social capital of an organization by 
recognizing members who achieve the goals and values of our organizations, 
contributing to its success.  Kouzes and Posner’s 1995 study that revealed significantly 
higher performance by workers who received encouragement and recognition for 
performance is just one example of the many studies that have indicated the need to 
build social capital while establishing standards and expectations (al-Baradie, 2014). 
Just as Rowan was recognized for his efforts in Cuba, and my command sought to 
commend our outstanding performers, it is our obligation as leaders to take the extra 
time to do so, establishing the personal connection fundamental to encourage the heart 
and build our organizations.   
 
Conclusion 
When President McKinley asked, “Where can I find a man who will carry a message to 
Garcia?” ― the answer was, “There is a young lieutenant named Rowan here in 
Washington who will take it” (Rowan, 1929, p. 1). This event is often used as a model of 
followership, as in Hubbard’s widely-circulated article calling for the man who will “…carry 
the message to Garcia” (Hubbard, 1899, p. 3) without questions, without assistance, 
and without fail. However, it also offers the opportunity to examine the other side of 
leadership, including some of the five factors researched by Kouzes and Posner (1987), 
such as enable others to act and encourage the heart.   
 
The Message to Garcia tale is not simply a lesson in followership, but rather an example 
of leaders selecting those with the best skills and knowledge for a task, providing them 
with means and responsibility to accomplish a mission, and acknowledging their 
successes for the benefit of the entire organization. Leadership is a definable set of 
skills and practices, behaviors that contribute to action for an individual and organization 
(Kouzes & Posner, 2013). Engagement, action, empowerment, and other elements are 
essential to today’s organizations, and Rowan’s actions remain relevant as a modern 
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leadership parable. Not for followers, but for leaders seeking to build successful 
organizations with strong social dimensions with a responsible, empowered workforce.   
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Values-Based Leadership 
― Professor M.S. Rao, Hyderabad, India 
 
Abstract 
It is imperative to underscore the urgent need for values-based leadership worldwide – 
in our governments, academic institutions, and businesses. The lack thereof explains 
the collapse of global companies such as Enron, Tyco, Lehman Brothers, WorldCom, and 
Global Crossing due to unethical practices. This clarion call to inject principled decision-
making in all forms of life and work is demarcated by inspiring examples of ethical 
leaders including Mahatma Gandhi, Martin Luther King, Jr., and Mother Teresa. It places 
emphasis more on the “means” of attainment rather than on “ends” to excel as ethical 
leaders. It outlines the characteristics of values-based leaders and justifies the 
relevance of values-based leadership in today’s world. It concludes with the postulate 
that creating a better legacy for future generations is predicated upon living one’s values 
and principles.   
 
Introduction 
 
“I am not interested in power for power's sake, but I'm interested in power that is moral, 
that is right and that is good.” — Martin Luther King, Jr.  
 
Although the righteous man falls ten times, he rises again repeatedly whereas the 
wicked man never falls twice. God extends a hand number of times to the righteous man 
who has values and morals to rise again. However, God never extends another 
opportunity to the wicked man because he doesn’t deserve it.  
 
With the fall of several business empires globally, people began doubting the credibility 
of business leaders. People go to the extent of blaming the business schools that 
created such leaders. Where does the problem lie? Are the individuals or institutions to 
be made accountable for the failure of business empires? If so, the engineering 
institutions that produce incompetent engineers and the medical institutions that 
produce unethical doctors are to be blamed. In fact, it is not the institution that should 
be blamed, but the individuals for the current business mess. The dearth of leadership 
values and morals among the business leaders is responsible for the current business 
scandals. In this editorial, I will discuss the values-based leadership which is so urgently 
needed in this 21st century. 
 
What is Values-Based Leadership? 
 
“A business that makes nothing but money is a poor kind of business.” ― Henry Ford  
 
Values-based leadership highlights what is right and what is wrong not who is right and 
who is wrong. Its emphasis is on means, not ends. For instance, Mahatma Gandhi led 
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India’s freedom struggle through non-violence. Martin Luther King, Jr. fought for racial by 
leading the Civil Rights movement through non-violence. He is still revered worldwide. 
Nelson Mandela fought against Apartheid in South Africa. Leaders who divide countries 
based on religion, language, ethnicity, and geography are never appreciated in history. 
However, the people who fought for equality and human dignity will be revered and 
respected in perpetuity.   
 
“Truth alone triumphs at the end” is the hallmark of values-based leadership. It is one’s 
values that count. It is the journey that matters, not the destination. How long one lives is 
not important, but how well one lives with principles and integrity is paramount.  It is not 
the material but the principles, values, and morals that count for these leaders.  
 
People flout norms and rules and deviate from basic ethics and morals because of 
various reasons such as to ensure their survival ― a desire to excel at any cost. It is a 
complicated situation for many leaders who occupy higher positions. Empathizing with 
their situation would be tantamount to justifying their deviation from basic values. 
However, wrong is always wrong.   
 
Charisma is the key to values-based leadership. It emphasizes integrity and ethics. It 
emphasizes ideas, ideals, values, and morality. It is about being transparent and fair in 
dealings while leading. It is all about adding value to organizational goals and objectives, 
and the people contributing to those goals. It is to stand by values regardless of 
challenge and share the same with others with enthusiasm and unwavering 
commitment. Finally, values-based leadership is all about adding value to the institutions 
proper rather than individuals who pioneer values-based leadership.  
 
Although leadership warrants values and morals, values-based leadership raises the 
infusion of morality, values, ethics, principles, and integrity to a much higher level to 
communicate the message to those who occupy positions of influence. This marks the 
difference between normal leadership vis-à-vis values-based leadership.  
 
Values-based leadership calls for corporate social responsibility. It looks for 
comprehensive development of the organization and society as a whole. It pays taxes 
promptly and looks for longevity without assuming any short cuts. The path to values-
based leadership is replete with obstacles, but treading the path makes the journey 
exciting and inspiring.  
 
All humans possess the ability to discern right from wrong ― albeit at times in a 
subjective manner. There are cultural issues involved in the development of ethics and 
morals. For some societies, what is right may be wrong for other societies.  Hence, 
values-based leadership is contextual and cultural, but at the core it is based on 
convictions with everlasting values and morals.  
 
Characteristics of Values-Based Leaders 
 
“It is better to suffer wrong than to do it and happier to be sometimes cheated than not 
to trust.” ― Samuel Johnson  
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Values-based leaders avoid litigation and ill-will. They don’t hesitate to lose money and 
material to uphold their credibility and goodwill. Money can be earned, but not a lost 
reputation. They look for longevity, not perfunctory temptations as they rarely take into 
account short-term setbacks. They maintain a sustainable vision to fashion a strategic 
call. 
 
These leaders follow the law of the land and the rules of the game meticulously, but are 
not afraid to callout injustices and discrimination. There is total synchronization between 
their words and deeds. They are aware that their actions are under scrutiny.  They firmly 
stick to their commitment and lead by trust and confidence. In fact, trust is the 
foundation of values-based leadership. 
 
Values-based leaders leave a great legacy behind; there will not be any leadership 
vacuum because they load the leadership pipeline. They start the fire that fuels the 
virtuous cycle of success. They do right things rather than doing things right.  
 
These leaders infuse their people and organizations with their ideological values and 
morals that last longer than themselves. Their preaching, practices, policies, and 
procedures are much stronger and more pervasive and endurable with long-term effects. 
They sacrifice their privileges for the betterment of the people. They create a strong and 
compelling vision statement replete with values and morals, and are ready to face 
challenges head-on. They are undeterred about the pinpricks on the way. They set 
personal examples and focus on the collective interest of all individuals. For them, 
people’s interests are superior to their personal interest.  
 
They are constantly under the scanner of their people. They are watched closely and 
keenly. When people are convinced about their credentials and values, people follow 
these leaders. These prototypical leaders have to undergo several series of severe tests 
to prove themselves in the eyes of the public.  
 
They don’t like to catch people making mistakes for which they offer corrective 
measures. They would prefer to take notice of people succeeding and turn that into an 
even greater success.  As is widely known and acknowledged, success is contagious.  
 
They walk the talk. They set examples. They risk their lives for the advancement of their 
values. Their core is based purely on principles, values, and ethics. Humility is their 
hallmark. Succinctly, the common qualities that connect all values-based leaders are: 
being passionate with expressing their values, principles, ideas, and ideal; leading by 
example; sticking to commitment; and looking for similarities, not differences. 
 
Relevance of Values-Based Leadership 
 
“We have in fact, two kinds of morality, side by side: one that we preach, but do not 
practice, and another that we practice, but seldom preach.” ― Bertrand Russell 
 
We find people being fired after being hired. The general perception is that the lack of 
hard skills is ascribed to firing of an employee. The hidden truth is not that but the 
contradiction in the value system of the employer with the values and ethics of the 
employee. 
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Few people make several mistakes to guarantee their survival. But survival is only 
temporary with long-term implications and complications. It is always the means that 
counts, not the ends. Those who compromise their values find it difficult to justify this 
deviation and ultimately suffer at the end. At times, a situation may support the 
installation of the wrong person, but the end result is disastrous for this person. Hence, it 
is essential to continue to emphasize values as what counts at the end of life are such 
values. There are several leaders who are revered globally even after their death 
because of espousing such convictions.   
 
Conclusion 
 
“Try not to become a man of success but rather try to become a man of value.”  
― Albert Einstein  
 
When leaders keep their personal interests above their organizational interests, they are 
bound to fail miserably. Companies including Enron, Tyco, Lehman Brothers, WorldCom, 
and Global Crossing collapsed because of lack of values-based leadership at the top 
echelon.  
 
Leaders like Mahatma Gandhi, Martin Luther King, Jr., and Mother Theresa are revered 
and remembered even after their deaths because of their principles and contributions 
toward right and just causes. Abraham Lincoln also represented values-based 
leadership. Despite facing several hardships and failures in his life, he never 
compromised his moral stance. He fought against slavery and for the unity of America. 
Corporate leaders like Warren Buffet and Bill Gates represent values-based leadership 
where they make money through ethical means, and share their wealth for the benefit of 
mankind through their philanthropic activities and charities.    
 
The secret of successful functioning of several global companies is due to the values-
based leadership. They demonstrate leadership, accountability, integrity, and trust. 
These companies make a difference in the lives of others while maintaining a strong 
financial commitment to their shareholders.  
 
Values-based leadership is the key to survival and success in 21st century. Leading a life 
that is purposeful and meaningful makes life interesting and exciting. Money comes and 
goes. What stands at the end of one’s life is the legacy left to future generations. Leave 
an indelible mark behind. Become a value-based leader. You may not be a good inheritor 
but you can be a good ancestor.  To conclude in the words of Tiorio, “Every man, at the 
bottom of his heart, wants to do right. But only he can do right who knows right; only he 
knows right who thinks right, only he thinks right who believes right.”  
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_______________________________________________________________ 
 
Engineering Leadership Programs in Colleges and Universities:  
A Focus on Morality 
_______________________________________________________________ 
 
― Russ Carfagno, St. Davids, PA, US 
 
Abstract 
Engineering programs at the college and university level have increased their focus on 
engineering leadership programs over the last decade. The education has focused 
primarily on skill-based subjects such as organizing, effective communication, and team-
building. There is evidence that supports the ability to improve leadership ability by 
including material related to moral disengagement and moral identity in any leadership 
development program. This paper describes what is being done today and evidence to 
support changes in current programs.  
 
Introduction 
Engineering programs at colleges and universities have traditionally focused on the 
technical competencies that are required to become a proficient engineer. Engineers 
learn the engineering basics as they progress through their education. Classes include 
thermodynamics, heat transfer, digital electronics, and various forms of calculus. While 
these core courses are needed, there is increased focus on leadership education in 
engineering programs. The ability to lead in an engineering environment is a unique skill 
that requires foundational knowledge and practical experience. 
 
Engineering programs have responded to this need and many have begun to focus on 
leadership development programs. These schools work to improve leadership skills such 
as effective communication, problem-solving, and organization. These are necessary 
elements of leadership, however, the gap in knowledge and experience goes much 
deeper. Because the ramifications of unethical decisions are ones that can damage any 
organization, a leader’s moral identity must be grounded in a way that allows for ethical 
decision-making for the organization.  
 
This paper looks at the current efforts to develop engineers that can lead teams and 
organizations to achieve an organization’s objectives. The findings indicate a need for 
skill- based competencies as well as a need to focus on morality.  
 
Engineering Leadership Today: What Exists at the College and University 
Level 
Understanding the need for leadership development for engineering students seems to 
make sense, but there has been an overall lack of success in doing this. Working to 
understand the leadership attributes of current students across various schools to 
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establish a baseline would help clarify the need. Today, there is not a method for doing 
this, so each institution manages its need assessment independently. There are also no 
empirical studies that target leadership attributes of college engineering students. There 
is a need to develop some formalized method to measure leadership as it pertains to 
engineering students (Cox, Cekic, & Adams, 2010). 
 
Engineering leadership programs at the university level are in place at many schools and 
the trend will continue. These programs focus on various areas of leadership in hopes of 
transforming a young engineer into someone who can think in a different way. Crumpton-
Young et al. (2010) defines engineering leadership as “the ability to lead a group of 
engineers and technical personnel responsible for creating, designing, implementing, 
and evaluating products, systems, or services” (p. 10). A survey was conducted to obtain 
feedback from both engineering students and professionals on various topics concerning 
engineering leadership. The survey consisted of questions related to demographics of 
the group, including education level and position title. The professionals that were 
surveyed consisted of 264 participants that were diverse in both race and ethnicity. 
Thirty percent were males and 70% were females, and all held at least a bachelor’s 
degree in engineering (Crumpton-Young et al., 2010). This group identified the most 
useful skills related to leadership to be team building, personal development, continual 
learning, and communication skills. They also rated the leadership characteristics they 
possess. The top 3 items for the group were being honorable, credible, and determined. 
Skills they rated the lowest included being a visionary and their ability to network. There 
are no direct comments in regard to ethics or morality that were rated near the top of the 
list.  
 
Engineers also have a number of barriers when they are studying at the university level 
that inhibit their ability to learn more about leadership. This would include the rigidness 
of the engineering curriculum with little room for flexibility in the curriculum, and limited 
faculty that have formal leadership training. Structural change to the overall engineering 
program would help facilitate opportunities for leadership learning. Formal leadership 
development that is incorporated into engineering education programs is needed. This 
can be a difficult task as the existing curriculum is very time constrained. Just adding 
more courses at a time when the cost of education continues to rise is not the answer 
(Cox et al., 2010).  
 
Opportunities to improve leadership skills exist today. The senior design project that is 
part of most engineering programs can be a time to focus on leadership. There are 
opportunities to build teamwork, communication, and presentation skills. Internships 
and other co-op programs also provide an opportunity for leadership skills to be 
observed and practiced (Cox et al., 2010). Student organizations can also provide 
leadership opportunities while in college. There are opportunities to lead sporting teams, 
student government, or fraternities. There are also opportunities to lead while 
volunteering on campus or in the local community. Despite the availability of leadership 
opportunities, there is no open discussion in regard to morals and ethical decision-
making. 
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Moral Identity and Moral Disengagement: Incorporation into Leadership 
Programs Moral Identity 
Ethical decision-making is a skill that requires focus for engineering managers. When 
decisions are made that are unethical it can have a severe impact on employees, the 
community, and the environment. Companies have an obligation to uphold high ethical 
standards. Engineering leaders must work to improve their ability to make ethical 
decisions. Engineering programs have not taken responsibility to teach ethical decision-
making, due to the need to teach foundational engineering courses in the required 
amount of time to obtain a degree. While there is focus on some skills such as 
presenting material and communicating, leadership development should also focus on 
the nurturing of moral identity. Improvements in this area will allow for more effective 
leadership and ethical decision-making. Moral identity has been well researched and is a 
construct rooted in moral psychology (Gu & Neesham, 2014). 
 
The majority of ethics education has been traditionally rule-based. Examples are 
provided or worked through to understand what would be the best option in a particular 
scenario. This type of learning provides value and helps learners understand situations 
and normally references company codes of ethics and other professional standards. It is 
taught as moral philosophy that is based on principles. Because basic moral values are 
ones that are formed over long periods of time, this type of learning does not change the 
ethical attitudes of students (Gu & Neesham, 2014). Even with this learning, a gap also 
remains in the ability of the leader to transfer these general rules to a particular 
situation. This is due to the fact that either the rule or particular context are not aligned 
with the life experiences of that leader (Nyberg, 2007).  
 
Moral Disengagement 
A leader’s ability to make decisions that are in the best interest of the organization takes 
an understanding of the situation as well as an understanding of the cultural norms and 
objectives of that organization. In an engineering environment making decisions that are 
based on data with clear communication impacts safety and human life. There are 
pressures when working on projects to cut corners to improve profitability and timelines 
(Starrett, 2013). The result could be product failure impacting the safety and well-being 
of others. An engineering leader will need to maintain their own self-sanctions. The moral 
conduct of the leader is in part self-regulated by the experiences of that leader 
throughout their life, but is also influenced by the environment and the situation 
(Bandura, 1999). There is selective activation and deactivation of personal self-
sanctions by the same person under different circumstances. The following explains 
various types of moral disengagement and how they can influence the decisions a leader 
makes (Bandura, 1999).  
 
Moral justification. Leaders sometime face situations when a business decision that 
appears to be in the best interest of the organization is not in the best interest of the 
employee. This causes leaders to look for ways to preserve their view of themselves while 
inflicting hardship on others. Moral justification for this behavior is made acceptable by 
portraying it as serving higher-level moral purposes (Bandura, 1999).  
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Euphemistic labeling. The language used in an organization also helps to morally 
disengage individuals. Euphemistic labeling helps situations take on a much different 
appearance. It is often used to make harmful conduct appear acceptable in an effort to 
reduce personal responsibility. Layoffs are referred to as “reductions in force” or a 
“career alternative enhancement.”  
 
Advantageous comparison. This method of disengagement uses comparison to make 
harmful conduct seem appropriate. By comparing a leadership action with something 
that appears to be worse, it helps to make the action seem more acceptable. Cognitive 
restructuring of business conduct that negatively impacts others through moral 
justification, sanitizing language, and advantageous comparisons is a powerful 
psychological mechanism for disengaging moral control. Engineering leaders need to 
identify these situations and understand how it influences decision-making. Morally-
questionable behaviors regardless if they are institutional, organizational or individual 
need to be looked at through a lens that includes a view of humanity (Bandura, 1999).  
 
Conclusion 
The existing work that from Cox, Cekic, and Adams (2010), discusses a number of ways 
to incorporate leadership into existing engineering programs. There is also discussion 
that focuses on the difficulty of adding any more curriculum to the existing schedule, 
none of which includes the addition or substitution of material related to morals or 
ethics. Crumpton-Young (2010), stresses the need for leadership focused curriculum in 
engineering programs but fails to mention any of the findings related to the inability to 
add any more material to an already full schedule. This area of difference should be 
explored with further research and should include material focused on morals and 
ethics. There is a clear need for leadership development in an engineering discipline. 
The time constraints of the program make additional courses difficult. Opportunities 
outside of the normal classroom are a possibility. Any opportunity to enhance leadership 
ability should include leadership that focuses on moral development as one of the pillars 
of success.  
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Transformational Leadership: Building an Effective 
Culture to Manage Organisational Knowledge 
 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
     
 
 
Introduction  
To establish the historical foundations of leadership, Markham (2012) conducted 
research in which he indicated that leadership was rooted in the ancient world. This 
study indicated that the concept of leadership emerged in ancient extended families that 
represented clans, which in turn created cities themselves, as an example, ancient 
Rome consisted of 35 clans. The study also highlighted the critical role of leadership, 
and showed that clan membership was highly demanded for success in all the social 
institutions. Roman legions were examples of how clan membership could contribute to 
individuals’ successes, which was often passed from “the senior general/consul to one 
of his sons” (Markham 2012, p. 1142).  
 
With these historical foundations, Burns (1978, p. 2) argues that “leadership is one of 
the most observed and least understood phenomena on earth.” Similarly, Mills (2005, 
Abstract 
This paper reviews the current literature of management to indicate how 
transformational leaders contribute to organisational knowledge by building an 
effective culture. The paper is based on a review of leadership theories, 
organisational knowledge, organisational culture and the integration of concepts 
from the knowledge-based view of the firm. This review also indicates that to 
develop organisational knowledge transformational leaders act as change agents 
who influence organisational culture which can in turn mediate the relationship 
between transformational leadership and organisational knowledge.  
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p.19) critiques the current management literature and posits that “the core of the 
criticism in the literature is that organisations of all sorts (corporations, government 
agencies, and not-for-profit organisations) tend to be over-managed (and/or over-
administrated) and under-led.” In the book, Leadership: How to Lead, How to Live, he 
argues that organisations cannot make required changes to attain their organisational 
goals, and discusses the importance of leadership. He also acknowledges that the 
importance of leadership could be examined from both political and commercial views, 
and provides numerous examples in business. In describing the importance of 
leadership in business, Mills (2005, p.10) posits that “investors recognise the 
importance of business leadership when they say that a good leader can make a 
success of a weak business plan, but that a poor leader can ruin even the best plan,” 
and provides several examples of such leaders. 
  
In the absence of effective leadership, companies lose the required direction to achieve 
a high degree of competitiveness, and cannot implement a successful change to adapt 
to today’s uncertain business environment. In this paper, we indicate how 
transformational leaders can build an effective culture to facilitate organisational 
knowledge.  
 
A Literature Review on the Leadership Theories  
To assess the literature on leadership, Yammarino et al. (2005) evaluated 378 articles 
and book chapters. They found some mismatches between theoretical concepts of 
leadership and empirical investigations, and explained that while the theoretical 
concepts of leadership are extensive, empirical studies could not have sufficiently 
supported these theoretical concepts. A study by Zaccaro and Horn (2003) revealed the 
reasons for these mismatches: the first being that past studies about leadership lacked 
a multilevel approach, and only focused on downward control. These did not account for 
a middle-level leader who takes a two-way approach to influence both superiors and 
subordinates. The second reason was that there is no determined set of variables used 
to investigate effective leadership, owing to the diversity of leadership theories and 
models with different perspectives about effective leadership. The third reason relates to 
studies about leadership which lack a systematic approach and stem from 
interdisciplinary approaches. Indeed, prior works on leadership have remained relatively 
silent on how integrate theories, methods and concepts from diverse disciplinary 
domains to provide a rich basis for understanding leadership theoretical concepts. The 
fourth reason is about having no direct connection between leadership theories and 
models, with the exception of transformational leadership and the realities of today’s 
changing situations. Whereas companies in general confront challenging situations in 
which they need to proactively respond to every environmental demand, a 
comprehensive leadership theory can be a basis for understanding and perhaps 
anticipating these emerging issues. This has been reinforced previously by Blair and 
Hunt (1985, p.275) who state that “the issue here is not basic versus applied research, 
but research that is or is not relevant to current or projected organisational problems.” 
Kempster and Parry (2011) also critique past studies on leadership, and posit that these 
theories and models reflect positivist philosophy, which manifests itself in exploring the 
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current situation rather than investigating the most desired situation for an organisation. 
However, with these viewpoints, several authors argue that these studies could have 
reasonably developed some ways of appraising an effective leader versus an ineffective 
leader, and also identified a number of variables potentially affecting the effectiveness 
of leadership (Fiedler & Chemers, 1982; Zaccaro & Horn, 2003). Although past 
leadership studies have provided some insight into evaluating effective leadership, and 
illustrated a number of variables potentially required to lead effectively, these studies 
have been challenged by various researchers. We critically review the leadership 
theories in the following section.  
 
Servant Leadership Theory 
Greenleaf (1977) in his essay titled The Servant Leader, introduced the term “Servant 
leadership” into the business literature. Servant leadership theory came out of his work 
experiences at organisations such as MIT and the influence of Hermann Hesse’s (1932) 
Journey to the East. Greenleaf largely gained his insights through the central character of 
“Leo,” who becomes a servant leader and says about the Law of Service: “He who 
wishes to live long must serve, but he who wishes to rule does not live long” (Hesse, 
1932, p. 34). Greenleaf (1998, p.4) recognised the main massage of this story, and 
concluded that “the central meaning of it was that the great leader is first experienced 
as a servant to others, and that this fact is central to his or her greatness. True 
leadership emerges from those whose primary motivation is a deep desire to help 
others.” From these statements, it can be argued that servant leaders are those who 
turn the pyramid upside down and put customers and employees at the top. This has 
been reinforced by Greenleaf (1977, p. 21) who states that “the great leader is seen as 
a servant first, and that simple fact is the key to his greatness.” In a similar vein, 
Johnson (2001, p. 136) comments that “the advantages of the servant leadership model 
are its altruism, simplicity and self-awareness. It emphasizes the moral sense of concern 
for others, reducing the complexity engendered by putting personal desires in conflict 
with those of followers.” Servant leadership theory can be clearly seen as rooted in 
Christ’s leadership when Greenleaf (1998) says that the words “service,” “serve,” and 
“servant” occur over 1300 times in the revised version of the bible. For example, Jesus 
(cited in Blanchard & Hodges, 2003, p. 5) says “whoever wants to become great among 
you must be your servant, and whoever wants to be first must be your slave – just as the 
Son of Man did not come to be served, but to serve and to go His life as a ransom for 
many.” It can be seen that servant leadership theory highlights Jesus as an ultimate 
example of a servant leader, and suggests applying the leadership insights that Jesus 
gives us within organisations. In this way, Warren (2003 cited in Herbert 2005, p. 12) 
posits that “you are going to give your life for something. What will be a career, a sport, a 
hobby, fame, wealth? None of these things will have lasting significance. Service is the 
pathway to real significance.” Lawrence and Spears (2004) in their book, Practicing 
Servant Leadership: Succeeding through Trust, Bravery, and Forgiveness, concentrate 
on the characteristics of a servant leader, and recommend ten fundamental 
characteristics: listening, empathy, healing, awareness, persuasion, conceptualisation, 
foresight, stewardship, commitment to the growth of people, and building community.  
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Greenleaf (1977, p. 25) himself acknowledges some criticisms about servant leadership 
theory, and posits that “in a time of crisis, like the leadership crisis we are now in, if too 
many potential builders are taken in by a complete absorption with dissecting the wrong 
and by a zeal for instant perfection, then the movement so many of us want to see will 
be set back. The danger, perhaps, is to hear the analyst too much and artist too little.” 
This theory has been challenged for a lack of adequate empirical studies to substantiate 
its hypotheses. In Stone, Russell, and Patterson’s (2003, p. 358) view, servant 
leadership theory is “systematically undefined and lacking in empirical support.” In the 
same line of thought, Sendjaya and Sarros (2002, p. 63) argue that the existing 
literature on servant leadership theory “is filled with anecdotal evidence” and that 
“empirical research is critically needed.” Additionally, Eicher-Catt (2005, p. 17) critiques 
servant leadership for gender bias in its theoretical perspectives, and highlights servant 
leadership theory as “a theology of leadership that upholds androcentric patriarchal 
norms.” In addition, servant leadership theory is criticised as being inapplicable for real-
world scenarios. In this way, Lee and Zemke (1993, p. 3) evaluate this theory from a 
pragmatic perspective, and explain that while servant leadership theory is about shifting 
away from the old paradigm of a hierarchical pyramid-shaped organisation, it “ignores 
accountability and the underlying fundamental aggression of people in the workplace.” 
Therefore, this indicates that servant leadership cannot represent a practical theory for 
studying leadership. 
 
Authentic Leadership Theory 
The origins and foundations of authenticity are rooted in ancient Greek history where 
philosophers are known for moral injunctions such as “know thyself” and “to thine own 
self be true” (Snyder & Lopez, 2002; Avolio & Gardner, 2005). The term “authenticity” 
has been defined as “owning one’s personal experiences, be they thoughts, emotions, 
needs, wants, preferences, or beliefs, processes captured by the injunction to know 
oneself and further implies that one acts in accord with the true self, expressing oneself 
in ways that are consistent with inner thoughts and feelings” (Harter, 2002, p. 382). In 
line with this, George (2003, p.12) sheds light on authentic leaders as those chief 
executive officers who “recognise their shortcomings, and work hard to overcome them. 
They lead with purpose, meaning and values. They build enduring relationships with 
people. Others follow them because they know where they stand. They are consistent 
and self-disciplined. When their principles are tested, they refuse to compromise.” From 
these statements, it can be argued that authentic leaders truly perceive their own values 
and beliefs, and are highly recognised by other people as being aware of their own and 
followers’ values, strengths and weaknesses. As a result, these leaders are most 
knowledgeable about themselves and the context in which they lead. This has been 
reinforced by Kernis and Goldman (2006) who reviewed the literature of authenticity, 
and found that authenticity manifested itself in “authentic functioning of people’s (1) 
self-understanding, (2) openness to objectively recognising their ontological realities 
(e.g., evaluating their desirable and undesirable self-aspects), (3) actions, and (4) 
orientation towards interpersonal relationships” (Kernis & Goldman, 2006, p. 284).    
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Seven elements have been determined for authentic leadership: positive psychological 
capital, positive moral perspective, self-awareness, leadership process/behaviour 
management, self-regulation, follower development and organisational context (Avolio & 
Gardner, 2005; Ilies et al., 2005). The first element refers to the idea that authentic 
leaders develop a positive work climate in which followers more effectively contribute to 
a firm’s performance and competitive advantage. The second element is about the 
authentic decision-making process, which firstly identifies moral dilemmas, and then 
evaluates and selects the best available alternative to be implemented. In the third 
element, authentic leaders continually understand their own “unique talents, strengths, 
sense-of-purpose, core values, beliefs, and desires” (Avolio & Gardner, 2005, p. 324). 
The fourth element relates to distinguishing the processes and mechanisms whereby an 
authentic leader influences his/her followers. In line with this, Avolio and Gardner (2005) 
argue that authentic leaders can effectively influence their followers through taking 
various processes such as positive social exchange. The fifth element is about self-
awareness and self-regulation by which “authentic leaders align their values with their 
interactions and actions” (Avolio & Gardner, 2005, p. 325). In this element, a strong 
alignment can be achieved in values and goals by using a transparent process between 
leaders and followers. Then, in the sixth element, an authentic leader takes a coaching 
role for transforming and developing people. Finally, authentic leaders develop effective 
workplaces “that provide open access to information, resources, support, and equal 
opportunity for everyone to learn and develop” in order to actively respond to the 
changes occurred in external environment (Avolio & Gardner, 2005, p. 325).    
 
Ford and Harding (2011, p. 465) maintain that the foundations of authentic leadership 
theory are “somewhat vague”, and critique the lack of attention to how an authentic 
leader, as Goffee and Jones (2005; 2006) say, can adapt himself/herself to every 
situation and present different faces to different followers while remaining authentic. 
They also challenge authentic leadership theory in terms of its theoretical foundations 
and approach to adapting people to the collective, and argue that this theory has failed 
to consider the fact that each person is full of contradictions. In addition, Gardiner 
(2011, p. 99) critiques this theory for the lack of a theoretical rationale by which the 
essential role of social and historical factors can be justified, and posits that “authentic 
leadership is deeply problematic because it fails to take into account how social and 
historical circumstances affect a person’s ability to be a leader.” She elaborates that 
telling the truth is not always easy, and gives an example of how social circumstances 
could dramatically affect Irish women working and living in England during ethnic 
conflicts throughout 1970s, causing them to remain silent.  
      
Based on these criticisms, it is essential to uncover an emerging theory for leadership, 
which we describe in the following section.   
 
Transformational Leadership Theory  
While Burns (1978) initially developed the theory of transformational leadership, the 
concept has been further developed by scholars and will continue to evolve. One 
definition of transformational leadership is that it emphasises satisfying basic needs and 
meeting higher desires though inspiring followers to provide newer solutions and create 
  
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
 
47 
L
E
A
D
E
R
S
H
IP
 
a better workplace (Eagly & Carli, 2003; Horwitz et al, 2008; Marturano & Gosling, 2008; 
Patiar & Mia, 2009). A strong component of transformational leadership is the concept 
of becoming a charismatic leader. Transformational leadership actually employs 
charismatic behaviours and motivates subordinates to provide better outcomes 
(Druskat, 1994). Transformational leadership also postulates that it focuses on the 
critical human assets which helps people to become more committed to effectively exert 
organisational changes. This leadership model in fact sheds light on the strategic role 
that followers have in the form of attitudes and values. Follower’s attitudes and values 
can be enhanced to accomplish a higher degree of effectiveness and change 
implementation. 
 
Today‘s global business environments involve a high level of uncertainty and 
organisations will increasingly need more and better leaders to lead them. 
Transformational leaders may be more innovative and creative but some type of 
leadership is necessary to lead a global organisation. Since there are a plethora of 
leadership models and theories, our emphasis is on becoming better at leading 
organisations with more leaders practicing transformational leadership. Although 
Zaccaro and Horn (2003) critique the literature of leadership for having no relevance 
between leadership theories and today‘s changing business environment, 
transformational leadership has proven results in organisations. For example, 
influencing employee individual interests to align with organisational interests, and 
through inspiring followers to create new ideas and innovations for effective business 
outcomes.  
 
The four dimensions of transformational leadership are at the forefront of the knowledge 
base and has relative value in organisations throughout North American and the rest of 
the developed countries such as Australia and Japan. Transformational leadership 
consists of four dimensions including: idealised influence, individualised consideration, 
intellectual stimulation, and inspirational motivation.  
 
Leaders can use idealised influence to develop a shared vision and improve 
relationships with followers (Avolio, Waldman & Yammarino, 1991; Canty, 2005); while 
leaders use individualised consideration which concentrates on identifying employee’s 
individual needs and empowering followers (Avolio, Waldman, & Yammarino, 1991; 
Canty, 2005) in order to build a learning climate (Lowe, Kroeck, & Sivasubramaniam, 
1996) and mobilise their support towards goals at the organisational level (Osong, 
2006). Leaders can use intellectual stimulation to propel knowledge sharing in the 
organisation to generate more innovative ideas and solutions (Canty, 2005). Leaders 
can use inspirational motivation to focus on inspiring human assets, thereby setting a 
higher level of desired expectations for them (Bass & Avolio, 1997; Canty, 2005).  
 
Another concept that has been posited as a widely-used tenet of leadership is acquiring 
knowledge and remain on the forefront of innovation. The four dimensions of 
transformational leadership mentioned above, when carried out correctly, can enhance 
the effectiveness of productivity in a knowledge-based economy that develops and 
manages intellectual capital within organisations.  
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Transformational leadership has been associated with the trait theory in some ways. 
However, there is a substantial difference between transformational leadership and trait 
theory. The thinkers associated with trait theory believed that a great man has to be 
born, not made. In contrast, the four dimensions of transformational leadership are as a 
way to become or aspire to be a great leader which is in contrast with the “great man” 
approach in trait theory.  
 
However, Tourish (2013, cited in Brumback, 2015, p. 150) argues that since 
“transformational leadership grants an excess of power to leaders to determine 
unilaterally both the ends and means of the collective action to which followers are 
expected to commit themselves,” this theory may incentivise leaders toward narcissism 
and hubris. Apart from Tourish’s (2013) criticism, transformational leadership is easy to 
understand, implement, and get followers to be one-voice and vocal throughout the 
organisation. It is apparent that transformational leadership is more realistic than some 
of the other leadership forms. Therefore, transformational leadership has risen to a 
phenomenon that is worth understanding, learning, and using in organisations around 
the world.  
 
Taxonomy of Leadership Theories 
Based on the review of these leadership theories, the synthesis of previous research 
yields the following taxonomy summarising the fundamental assumptions of leadership 
theories: 
  
 Table 1: Taxonomy of Leadership Theories  
   
Theories Period Fundamental 
Assumption 
Major criticisms 
Servant 
Leadership 
Theory 
1977 to 
present 
 
Leaders manifest 
themselves as servants, 
who turn the pyramid 
upside down and put 
customers and 
employees at the top.   
A criticism includes a lack of adequate 
empirical studies to substantiate the 
hypotheses of servant leadership theory.  
This leadership theory suffers from gender 
bias in its theoretical perspectives.  
Servant leadership theory has failed to 
consider today’s business emphasis on 
practicality. 
Authentic 
Leadership 
Theory 
2005 to 
present 
Leaders adopt a pattern 
of behaviours to 
develop honest 
relationships with 
followers and identify 
values and strengths 
within organisations.  
A criticism includes a lack of attention to how 
an authentic leader can adapt himself/herself 
with every situation and present different 
faces to different followers while remaining 
authentic. 
Authentic leadership theory suffers from a 
failure to account for the fact that each person 
is full of contradictions.  
This leadership theory has failed to 
sufficiently consider the essential role of 
social and historical factors in a person’s 
ability to be a leader.  
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Transform
ational 
Leadership 
Theory 
1978 to 
present 
A leader could 
accomplish a high 
degree of effectiveness 
through focusing upon 
basic needs and 
meeting higher desires 
by inspiring followers. 
Transformational leadership may incentivise 
leaders toward narcissism and hubris. 
 
Knowledge within Organisations   
Knowledge has been identified as a multi-faceted concept (Choi 2002), which is widely 
defined and categorised in various ways, and is distinctly different from information and 
data (Alavi & Leidner 2001; Grover & Davenport 2001). Interestingly, the term data has 
been defined as raw entities, and information is highlighted as a meaningful pattern of 
these raw entities (Bell 1999; Tsoukas & Vladimirou 2001; Wiseman 2008), while the 
definitions about knowledge could be categorised using two approaches (Beckman 
1999; Park 2007). Firstly, knowledge is a practical concept for solving problems. Based 
on this approach, Bock (2001) evaluates knowledge as a combination of rules, 
procedures, beliefs and skills that positively contribute to solving organisational 
problems. The second approach elucidates the integral components of knowledge, 
namely “truths and beliefs, perspectives and concepts, judgments and expectation 
methodologies, and know-how” (Wiig 1993, p.73). Similarly, Ruggles (1997) defines 
knowledge as a blend of information, experiences and codes, and Amidon (1997) argues 
that knowledge is a collection of meaningful information. In general, it seems that 
knowledge is a more applicable and comprehensive concept when compared to data 
and information, and synthesises the current information together in order to develop 
rules, procedures and other official statements.   
     
Within organisations, knowledge resides in various areas such as management, 
employees, culture, structure, systems, processes and relationships (Starbuck 1992; 
Zander & Kogut 1995; Pemberton & Stonehouse 2000; Bollinger & Smith 2001; Haney 
2003), and the role is to enhance organisational functions (Spender 1996). To describe 
the importance of knowledge to leadership, Endrissat and von Arx (2013) shed light on 
the significant role of the sociology of knowledge in portraying the links between human 
thought and the social context within which it arises. Max Scheler in the 1920s initially 
coined the term “sociology of knowledge,” and subsequently Karl Mannheim (1954, 
cited in Stehr & Grundmann, 2005, p. 129), in his book, Ideology and Utopia: An 
Introduction to the Sociology of Knowledge, has highlighted “the understanding that no 
human thought…is immune to the ideologising influences of its social context.” Following 
this approach, Endrissat and von Arx (2013) argue that although “the field of leadership 
increasingly recognises the importance of context to understand (and possibly solve) the 
leadership puzzle,” “the relationship between leadership and context is recursive: 
leadership is produced by, but also produces the context to which it refers.” Clearly, the 
sociology of knowledge can be a valuable tool for leadership that includes a set of 
contextually influenced and context-producing practices. In addition, Spender (1996) 
argues that organisational knowledge cannot be merely described as the sum of 
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individual knowledge, but as a systematic combination of knowledge based on social 
interactions and shared among organisational members. Based on this view, Tsoukas 
(1996) determines organisational knowledge as a collective mind, and Jones and 
Leonard (2009) explain organisational knowledge as the knowledge that exists in the 
organisation as a whole. Taken together, these studies indicate that organisational 
knowledge is “the systematic, synergistic combination of that individual knowledge” 
(Haney 2003, p. 28) which is owned by the organisation (Jones & Leonard 2009).  
 
Tacit vs. Explicit Knowledge  
Following a perspective of knowledge creation, knowledge can be categorised as tacit 
and explicit knowledge (Nonaka & Takeuchi 1995; Anand, Ward & Tatikonda 2010). 
Tacit knowledge is described as the knowledge that exists in the minds of organisational 
members which is gained by their individual experiences, and is difficult to formalise 
(Nonaka & Takeuchi 1995; Polanyi 1966; Muralidhar 2000; Wenger & Snyder 2000; Hall 
2005). On the other hand, explicit knowledge has been defined as the knowledge that is 
highly formalised and codified, and can be easily recorded and communicated through 
formal and systematic language, and  manifested in rules and procedures (Polanyi 1966; 
Nonaka 1991; Nonaka & Takeuchi 1995; Ward 2006). In the same way, Brooking 
(1999, p.50) posits that explicit knowledge is the “knowledge which a person is able to 
make available to another for inspection. This may mean it can be explained verbally, but 
it is generally preferable to codify it, that is, write it down.” Accordingly, it could be 
inferred that explicit knowledge has taken a more objective approach when compared to 
tacit knowledge, which is so subjective. Based on this view, Nonaka and Takeuchi (1995, 
p. 61) highlight explicit knowledge as “declarative knowledge,” and Saint-Onge (1996, 
p.10) elucidates this type of knowledge as “articulated knowledge.” From these 
statements, it could be argued that explicit knowledge is more formal, has the potential 
to be shared, and is expressible in words and specifications, when compared to tacit 
knowledge.  
 
Knowledge Management and Organisational Learning  
Knowledge management is a significant driver for developing learning in organisations. 
Learning manifests itself as a “dynamic process of strategic renewal occurring across 
three levels of the organisation (i.e. individual, group, and organisation), leading to 
change in cognitions and behaviours, as well as involving a tension between assimilating 
new learning and using what has been learned” (Crossan et al., 1999, p.523) at the 
organisational level. Organisational learning is a set of modifying behaviours resulting in 
newer insight and knowledge, and can develop a better understanding and to gain newer 
knowledge (Garvin, 1993). Organisational learning focuses on changing existing 
behaviours with the aim of generating new ideas and knowledge, and is therefore 
considered to be a key factor to improve a firm’s competitive advantage (Linderman et 
al., 2004).  
 
Organisational learning is highly related to various processes of knowledge 
management, and the effective implementation of knowledge management requires 
learning and sharing best practices and experiences among employees (Bayyavarapu, 
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2005). Organisational learning has been regarded as the set of actions “within the 
organisation that intentionally and unintentionally influence positive organisational 
change” (Templeton et al. 2002, p. 189), or has even been defined as “a dynamic 
process of creation, acquisition and integration of knowledge aimed at the development 
of resources and capabilities that contribute to better organisational performance” 
(Lopez et al. 2005, p. 228). Organisational learning consists of four central processes 
including knowledge intuition, knowledge interpretation, knowledge integration and 
knowledge institutionalisation (Crossan et al., 1999). In this view, organisational learning 
emanates from the individual, group, and organisation; and knowledge comes from the 
explanation of individuals’ ideas and beliefs to be shared, and is codified in formal and 
systematic language. It suggests that organisational learning is associated with various 
processes of knowledge management, and can propel these processes in organisations.       
Knowledge management can also enable organisational learning, and consequently 
develops learning opportunities in organisations. Effective organisational learning 
requires various processes such as knowledge acquisition, collaboration, dissemination, 
sharing, generation, and storage to acquire knowledge within an organisation. 
Knowledge management improves these processes through various KM-related tools 
including search engines, social software, and taxonomy tools (Lau & Tsui, 2009).  
  
In conclusion, there exists a mutual interaction between knowledge management and 
organisational learning. Thus, top managers should employ knowledge management to 
enhance organisational learning that represents employees’ development.   
 
Organisational Culture: A Knowledge-based View   
Pettigrew (1979) initially introduced the term organisational culture into the business 
literature (Reichers & Schneider 1990; Detert, Schroeder, & Mauriel 2000). However, 
Schein (1984, p.37) subsequently suggested a definition which describes organisational 
culture as a “pattern of shared basic assumptions that the group learned as it solved its 
problems of external adaptation and internal integration, that has worked well enough to 
be considered valid and, therefore, to be taught to new members as the correct way to 
perceive, think, and feel in relation to those problems.” Additionally, several authors 
argue that organisational culture includes shared behaviours, values, beliefs, 
perceptions, and symbols held by the members of an organisation as a whole, or even 
organisational units and social groups within organisations (Scott et al., 2003; Van Den 
Berg & Wilderom 2004). Furthermore, O’Reilly and Chatman (1996, p.160) define 
organisational culture as a “system of shared values defining what is important, and 
norms, defining appropriate attitudes and behaviours, that guide members’ attitudes 
and behaviours.” Based on these definitions, organisational culture is reflected in shared 
assumptions, symbols, beliefs, values, and norms, which specify how employees 
perceive problems and appropriately react to them. In this circumstance, Balogun and 
Jenkins (2003) argue that there is considerable alignment between the knowledge-
based view of the firm and organisational culture. More specifically, these researchers 
view shared assumptions and values as members’ knowledge acquired by learning from 
others, and subsequently posit that organisational culture is equal to tacit knowledge as 
the most strategic factor of competitive advantage. From this argument, it is apparent 
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that organisational culture can positively impact on competitive advantage through 
developing shared assumptions and values, which manifest as tacit knowledge 
embedded in organisational members.  
 
How Transformational Leadership Can Meet the Need for Innovative 
Products and Services  
The answer to this question lies in a leader’s demonstration to facilitate the generation 
of new knowledge and ideas through inspiring followers to rethink problems and 
challenge their current personal attitudes and values. Leaders transform organisations 
by attempting to change the basic values, beliefs, and attitudes of followers so that they 
are willing to perform beyond their previous or originally level specified by the 
organisation in their job description. Transformational leaders have been posited to be 
visionary leaders that attempt to develop a shared and inspiring vision for the future. 
Each leader plays a critical role in shifting organisations toward the creation of new 
services and products. Leaders also contribute to new products and services to meet 
dynamic market needs, through higher expectations and stimulation for new and 
strategic opportunities to meet the needs of customers in the marketplace. 
Unfortunately, while leadership is positively associated with organisational innovation, it 
is somewhat underutilised in organisations worldwide. Therefore, transformational 
leadership has been posited as a managerial-based competency for organisations 
operating in today’s innovative business environment. 
 
How Transformational Leaders Build an Effective Organisational Culture  
Organisational culture consists of three dimensions, including collaboration, trust and 
learning. Lee and Choi (2003) explained these cultural dimensions as follows: the first 
dimension, collaboration, refers to the degree to which employees are willing to help and 
support each other, and their interactions are strongly based on coactivity, social 
interactions and open dialogue that can in turn build a climate of openness for 
individuals within organisations. The second dimension is trust, which is defined as 
those relations based on reciprocal faith in relation to employees’ behaviours and 
intentions. The final dimension, learning, determines the extent to which organisations 
encourage learning among its employees, and are actively involved in developing both 
formal and informal learning opportunities through providing job training and self-
development programmes for their members. 
 
Collaboration is facilitated by less isolation and further dialogue (Darling, 1990). 
Transformational leadership can enhance interactions and dialogue to link subordinates’ 
individual-interests to collective-interests (Bass & Steidlmeier, 1999). In this way, 
transformational leaders positively contribute to enhancing collaboration by an idealised 
influence aspect that develops relationships with subordinates. In addition, 
transformational leaders as the facilitators of trust-based relationships. Based on this, 
researchers (such as Podsakoff et al., 1990; Klinsontom, 2005) argue that 
transformational leaders engender trust, thereby showing concern for both 
organisations’ needs and followers’ interests at the same time. Particularly, 
transformational leaders show their concern through individualised consideration, which 
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focuses on identifying employees’ individual needs within companies. It is also argued 
that transformational leaders are executives who improve trust to enhance the 
commitment of their subordinates and mobilise their support toward transformational 
leadership’s vision for changing the current situation.  
 
Furthermore, transformational leadership provides freedom for followers to investigate 
new ideas and knowledge. Accordingly, it is apparent that transformational leadership 
can be applicable to develop learning climates. Importantly, these leaders propel 
learning culture by intellectual stimulation that facilitates knowledge sharing and new 
idea generation within organisations. Following this approach, Dix (2013, p. 79) 
postulates that “if an organisation wants to have a culture oriented towards learning, 
then transformational leadership is a very viable choice.” In addition, through a review of 
the current literature, it is identified that the existing empirical studies have highlighted 
transformational leadership as an important facilitator of collaboration, trust and 
learning (Darling, 1990; Vera & Crossan, 2004). Transformational leaders, therefore, 
manifest themselves as change agents who positively contribute to the cultural aspects 
of collaboration, trust and learning within organisations.  
  
How Transformational Leaders Contribute to Organisational Knowledge 
Transformational leadership provides a significant contribution to leaders to enhance 
their interactions through idealised influence, which develops the relationships with 
employees (Avolio, Waldman, & Yammarino, 1991; Canty, 2005). Accordingly, 
transformational leaders can contribute to disseminate knowledge around the 
organisation. In addition, the current literature illustrates that transformational 
leadership plays a crucial role in developing a learning climate in organisations by 
individualised consideration of employees’ needs and subsequently empowers them in 
the pursuit of organisational goals (Avolio, Waldman, & Yammarino, 1991; Canty, 2005). 
Seidman and McCauley (2011) give excellent examples of how transformational 
leadership could enable organisations to actively respond to the changes occurring in 
the external environment, and conclude that sustainable change is highly dependent on 
stimulating sustained learning within organisations.  
 
It is also evident that intellectual stimulation as another aspect of transformational 
leadership could also build a learning workplace through facilitating knowledge sharing 
around the organisation. In addition, Seidman and McCauley (2011) postulate that 
knowledge management requires people who have been inspired to share their own 
knowledge with theirs and face the changes in the business environment. Herein, 
transformational leadership can inspire their followers by inspirational motivation that 
determines a highly-desired expectation for employees (Bass & Avolio, 1997; Canty, 
2005). Therefore, it seems reasonable to say transformational leadership is positively 
associated with organisational knowledge.  
 
How Organisational Culture Contributes to Organisational Knowledge 
To analyse the relationship between corporate culture and knowledge, Lee and Choi 
(2003) illustrated that organisational culture could be visualised by its three major 
dimensions, including collaboration, trust, and learning. Knowledge is a product of 
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interactions (Polanyi, 1966). In terms of the knowledge-based view of the firm, 
collaboration is a critical factor in developing access to knowledge (Grant & Baden-Fuller, 
2004). Similarly, the current literature highlights the vital importance of collaboration in 
supporting knowledge management processes (Gold et al., 2001; Sveiby & Simons 
2002). In fact, this cultural aspect enhances a shared understanding of the problems 
among employees, which is a necessary precursor to create new ideas and knowledge 
(Fahey & Prusak, 1998; Choi, 2002). In addition, transformational leadership as 
enabling trust-based relationships, and subsequently assumes that these kinds of 
relationships are ideal to share tacit knowledge. In the same line of thought, Lines et al 
(2005) argue that leaders’ ability to create knowledge and develop a more innovative 
climate is a product of employees’ trust toward their leaders’ decisions. Several authors 
also argue that high trust environments could positively impact the tendencies of human 
assets to share their knowledge with others (Wagner 2003). Based on this view, Sveiby 
and Simons (2002) state that both cultural dimensions of collaboration and trust 
promote the processes of knowledge management within organisations. Furthermore, as 
the knowledge-based view uncovers, embedding knowledge in organisational members 
is an important paradigm to support knowledge as the most strategic asset of 
organisations. Based on this, sharing the best practices and experiences (i.e., learning) 
could play a crucial role in embedding organisational knowledge in members and 
supporting this most strategic asset. Additionally, the knowledge knowledge-based view 
features the companies’ capabilities to create knowledge as an essential factor to 
develop competitive advantage (Zheng, Yang, & McLean, 2010). Herein, learning has 
been highlighted as a precursor for knowledge creation (Ndlela & Toit, 2001), and 
subsequently argued that “the amount of time spent learning is positively related with 
the amount of knowledge” (Choi, 2002, p. 52). Similarly, Huber (1991) and Garvin 
(1993) posit that firms stressing the cultural aspect of learning are stronger in creating 
new knowledge, and also transferring knowledge around the organisation. In this way, 
the empirical studies by Choi (2002) and Dyer and Chu (2003) support these arguments, 
and portray the critical role of collaboration, trust and learning in enhancing various 
knowledge management processes such as knowledge creation, transferring and 
sharing. This review, therefore, indicates that organisational culture is positively 
associated with organisational knowledge. Taken together, this review shows that 
organisational culture plays a mediating role in the relationship between 
transformational leadership and organisational knowledge.  
 
Conclusion  
This article raises a vital question as to how transformational leaders can successfully 
reshape an effective culture for organisations in order to facilitate organisational 
knowledge. We highlighted the potential consequences of applying effective 
transformational leadership, and explained how transformational leaders can act as 
catalysts to cultivate an effective culture, which significantly contributes to the 
effectiveness of knowledge management. It follows that cultivating an effective culture 
requires applying effective transformational leadership within organisations.  
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In light of the increased pressures of the global workplace that inspires leaders to exert 
effective change at the organisational level, a review of the literature points out the vital 
importance of transformational leadership in influencing culture to have access to higher 
degrees of learning, collaboration, and trust within organisations. In fact, 
transformational leaders develop communications within companies. In addition, 
coaching from transformational leaders can play a critical role in improving employees’ 
interpersonal / social skills. 
  
Building on prior research that has indicated organizational culture is a major factor for 
organisational knowledge, this article reinforced these points and supported the positive 
impact of culture on organisational knowledge. Organisational culture in fact constitutes 
the basics of a supportive workplace to develop organisational knowledge. We, 
therefore, suggest channelling organisational learning efforts into employing a 
supportive organisational culture within organisations. Herein, transformational leaders 
can play a crucial role in developing the culture of trust, which in turn facilitates learning 
and knowledge transference around the company. Transformational leaders are, 
therefore, those leaders who can effectively create a learning workplace to disseminate 
knowledge within organisations. These leaders can develop a collaborative culture that 
potentially leads to attract and retain talents who provide a significant contribution to 
new ideas generation and new knowledge acquisition.  
 
Scope for Further Research 
This serves as a foundation for future research to integrate the knowledge-based view of 
the firm to explore the role that transformational leaders may play as change agents 
within organisations. Linking other theories and models that may have relevance such as 
Phillips’ change management model (Phillips, 1983) to the literature of this research can 
also spur future studies. 
  
One particular area for future research is to investigate the impacts of transformational 
leadership on organisational culture and organisational knowledge. Since the theory in 
this paper has only focused on culture, future studies can therefore identify other 
organisational factors that might be affected by transformational leadership, or can 
mediate the relationship between transformational leadership and organisational 
knowledge.  
 
In terms of methodology, researchers are encouraged to employ both quantitative 
(survey) and qualitative methods (interview) to improve the generalisability of their 
results. Additionally, this paper employed the knowledge-based view of the firm, and 
examined the influence of transformational leadership on organisational culture, which 
can mediate the relationship between transformational leadership and organisational 
knowledge. In so doing, this paper has opened up a new avenue of inquiry to investigate 
the interactions between transformational leadership and organisational knowledge as 
an important driver of organisational performance. To explore the potential interactions 
between transformational leadership and organisational performance, future research 
could also attempt to explore the impact of organisational culture on organisational 
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performance, and also measure the mediating role that may play in the relationship 
between transformational leadership and organisational performance.  
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Introduction 
 
The role of leaders in the modern organization has evolved as scholars and practitioners 
have recognized that a key element to long-term profitability is the creation of high trust 
and high commitment work systems that treat employees as valued partners (Kim & 
Wright, 2011; Block, 2013; Beer, 2009; Caldwell & Floyd, 2014). Effective leaders 
create aligned organizational cultures with systems, processes, practices, and programs 
reinforcing the organization’s espoused values in achieving its mission (Schein, 2010). 
Human resource professionals (HRPs) play a critical leadership role in ensuring that 
human resource management (HRM) cultural elements are properly integrated, 
communicated effectively to employees, and followed in a manner that builds trust and 
increases commitment (Lengnick-Hall, 2009; McEvoy, et al., 2005). 
 
The purpose of this paper is to identify the importance of kindness as a moral duty of 
HRPs in serving their organizations and the employees within them. As HRPs perform 
their strategic and operational roles in the modern organization, properly understanding 
the nature of kindness is an important factor in carrying out HRM roles.  This paper 
begins by defining kindness and its specific application to HRPs — equating the definition 
of kindness as a leadership trait with six elements of kindness and seven kindness-
related ethical perspectives. The paper concludes with a summary of its contribution for 
HRP practitioners and scholars in understanding the nuances of kindness as a morally-
and ethically-related HRM leadership virtue. 
 
Understanding Kindness 
 
Baker and O’Malley (2008) have advocated that “leading with kindness” is effective in 
both optimizing organization performance and building high commitment workplace 
cultures and is a moral duty if organizations are to both maximize wealth creation and 
honor duties owed to employees (DePree, 2004). Like many complex management 
terms, the construct of kindness has been defined in varying ways by different scholars. 
Passmore and Oades (2015, p. 90) define kindness as “selfless acts performed by a 
person wishing to either help or positively affect the emotional state (mood) of another 
person.” Ryon (2013) referred to kindness as a genuine act with a sole purpose for 
helping another, in contrast to meeting social expectations. Many scholars define 
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kindness as having religious roots: Buddhism, Judaism, and Christianity all refer to the 
importance of kindness as a duty owed not only to friends, but also to our enemies 
(Passmore & Oades, 2015). Post (2005) noted that being kind positively benefits both 
the recipient and the giver. Although we generally have an intuitive understanding of the 
nature of kindness, its fine-grained qualities merit careful examination in greater detail.  
Underlying each of these definitions is the implicit assumption that kindness is an 
ethically-based moral duty (cf. Caldwell, 2017) 
 
Binfet and colleagues (2016) confirmed that kindness is a behavior subjectively 
perceived by the recipient.  Explaining the nature of that subjective perception Covey, 
(2013, 198-212) had observed that others evaluate what is important to them based 
upon their individual “emotional bank accounts” — or those priorities that each individual 
considers to be most important in his or her life. Creating relationships that build trust, 
Covey (2013) explained is dependent upon 1) understanding what others value, and 2) 
taking actions that benefit the intended beneficiary according to how the recipient 
assigns that value. 
 
Similar to other complex behaviors, kindness conforms to the Theory of Reasoned Action 
(TRA) (Fishbein & Ajzen, 2010).  Specifically, behaviors are the deliberate and 
spontaneous actions taken as the product of 1) one’s normative, behavioral, and control-
related beliefs; 2) one’s attitudes and perceptions about those same beliefs; and 3) the 
translation of those beliefs and attitudes into a specific intention to act (Fisbein & Ajzen, 
2010, pp. 22-23). Diagram 1 summarizes the TRA general model provided by Fishbein & 
Ajzen (2010, p. 22). 
 
Diagram 1: Theory of Reasoned Action Model 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Applied to the Theory of Reasoned Action, acts of kindness as behaviors are a derivative 
of  1) one’s cognitive ability to understand others’ needs, one’s beliefs about acceptable 
behavioral norms and the duties one owes others, and one’s emotional intelligence in 
crafting an appropriate response to others; 2) one’s affective attitudes about values 
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associated with being kind and compassionate, the emotional capacity to empathize, 
one’s self-expectations about duties owed or one’s personal responsibility to act, one’s 
willingness to comply with perceived interpersonal norms, and one’s self-perceptions 
about the ability to control one’s response to a situation; 3) one’s intention to then act in 
a kind way to honor the relationship cognitively and affectively perceived as a duty; and 
4) ultimately one’s actions in treating others in a way that is perceived as both kind and 
morally appropriate (cf. Fishbein & Ajzen, 2010).   
 
Thus, kindness is inherently a moral duty to act that extends beyond legal responsibility 
— especially when that action substantially benefits another party (cf. Caldwell, et al, 
2014; Murphy, 2001). This obligation to take affirmative action when that action is 
needed is morally a part of a leader’s ethical duties and is cognitively assessed. But Yagil 
(2014) noted that kindness in action also reflects affective emotions resulting from 
compassion, a willingness to help, and empathy. Thus, kind and beneficent action 
integrates cognition, attitude, and intention.   
 
Caldwell and colleagues (2014) distinguished between benevolence ― regarded as a key 
element of trustworthiness and the intention to act ― and beneficence ― or the actions 
associated with caring for another’s welfare, growth, and wholeness motivated by that 
intention. Treating people with beneficence treats others with an understanding of our 
“oneness” with them (Fromm, 1956) and involves a moral duty to act extending beyond 
legal responsibility, especially when to do so greatly benefits another party. This 
obligation to take affirmative action when action is needed is fundamentally important in 
understanding the leader’s ethical duties. Beauchamp (2008, section 1) described 
beneficence as encompassing altruism, charity, mercy, humanity, and even love. Noting 
the correlation between the positive actions of beneficence and benevolence, 
Beauchamp (2008, section 1) distinguished the latter term as “the morally valuable 
character trait – or virtue – of being disposed to act for the benefit of others.” Thus, 
beneficence, the affirmative behavior or conduct in the service of others, is correlated 
with benevolence, the intention to take action or the disposition to act.  
 
In summary, applied to the Theory of Reasoned Action, one’s acts of kindness as 
behaviors are a derivative of  1) cognitive ability to understand others’ needs, beliefs 
about acceptable behavioral norms and the duties owed others, and emotional 
intelligence in crafting an appropriate response to others; 2) affective attitudes about 
values associated with being kind and compassionate, the emotional capacity to 
empathize, self-expectations about duties owed or one’s personal responsibility to act, 
the willingness to comply with perceived interpersonal norms, and 3) the morally-
valuable intention to translate cognitive beliefs and attitudes to honor the relationship 
perceived as a duty; and 4) the ultimate behaviors and actions actually taken in treating 
others in a way that is kind and morally appropriate (cf. Fishbein & Ajzen, 2010).   
 
Diagram 2 provides a model of kindness as a Theory of Reasoned Action construct, 
based upon this summary. 
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Diagram 2: The Theory of Reasoned Action Applied to Kindness 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Thus, kindness is the integration of beliefs, attitudes, and intentions about behavior 
owed to others, and the resulting behaviors that actually aid another -- particularly when 
such actions prevent harm or assist another who has a great need. In honoring the 
duties of kindness, individuals enrich the world and the persons they serve as they 
demonstrate their humanity and character. 
 
Applying Kindness to HRPs 
 
As organizational leaders obligated to create aligned HRM systems and programs that 
facilitate the achievement of their organization’s strategic purpose (Ulrich, et al., 2012), 
HRPs play a major role in contributing to an organization’s success. Schneider, 
Gunnarson, and Niles-Jolly (1994) observed that an organization's success is typically 
defined by a system's approach wherein elements are properly aligned in pursuing a 
worthy goal. Success has also been defined by return on investment for programs the 
HRP may deliver (Ulrich, 2013; Phillips, 2012). Huselid (1997, p.172) observed that 
effective HRM involved “designing and implementing a set of internally consistent 
policies and practices that ensure that employees’ collective knowledge, skills, and 
abilities contribute to the achievement of its business objectives.’’  
 
Beer (1997) has identified three vital tasks of strategic HRM: 
 
1) Focus on cost-effectiveness: Refining the delivery of HRM services to reduce 
costs, so as to make HRM functions more efficient. 
 
2) Merger of the HRM function with the strategic role of the firm: Aligning key tasks, 
programs, and systems so that they mesh instead of conflict and enable the 
organization to effectively and efficiently utilize its human capital. 
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3) Develop new knowledge: Creating a learning culture based upon high trust and 
empowerment that interdependently links financial performance, culture, and 
goal achievement. 
 
Accomplishing these tasks is enhanced by honoring duties owed to employees as owners 
and partners in the success of the organization (cf. Block, 2013). Empirical evidence 
confirms that treating employees as valued partners, empowering employees, and 
demonstrating high trust to achieve those three strategic tasks result in greater 
profitability, better customer service, and improved quality (Pfeffer, 1998; Becker, et al., 
1998; Paine, 2002; Covey, 2006; Mitchell, et al., 2013). 
 
Six Elements of Kindness 
 
In this section, we identify six moral and ethical elements of kindness that have specific 
applications to the HRM function and the role of HRPs. Although scholars and 
practitioners define kindness in different terms and contexts, we present these six 
elements as specific and practical applications of kindness within the HRM context. 
These six items were identified by Caldwell and Anderson, 2017, Ch. 13) 
 
Kindness and Authenticity 
Kind authentic behavior is the degree that “those who are authentic perform acts 
determined by what they inherently believe, rather than by a desire to be liked, admired, 
or rewarded” (Yukl, 2006, 303-304). Authentic leaders incorporate values, beliefs, 
emotions, and abilities in establishing their respective identities (Men & Sacks, 2014). 
When HRPs are authentically kind, they are true to themselves and to others.  In 
addition, they chose not to conform to role expectations that conflict with their values 
and beliefs. O’Malley (1998) explained that kindness is authentic and perceived as such 
by others. 
 
HRPs who are manipulative to achieve a self-serving purpose are quickly recognized (cf. 
Covey, 2006). In contrast, authentic leaders promote positive and establish positive 
ethical climates. In so doing authentic HRP leaders foster increased self-awareness, an 
internalized moral perspective, and relational transparency that enable positive self-
development of employees (Walumbwa, et al., 2008).  Authentic leaders are more likely 
to be perceived as congruent and honest because of how they treat others (Wang, et al., 
2014). When HRPs are viewed as solicitous but inauthentic, they are perceived as 
unethical and duplicitous. When they are kind and authentic, they inspire employee 
commitment and are deemed to be honorable (cf. Verplanken & Holland, 2002). 
 
Kindness and Humanity 
Humanity incorporates the capacity to see oneself and others as participants in a 
common experience (Akin, 2009). When HRPs interact with humanity, they align with 
others in creating a better organization (Nussbaum, 1998). Glover (2012) argued that 
humanity is a moral concept that acknowledges that interconnectedness creates 
obligations to others. Humanity reflects the duty to avoid harming others and creates 
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value for society and the organization (Freeman, 2007). Humanity and kindness are 
implicitly related. 
 
HRPs with humanity adopt the transformational leader’s commitment to both the 
organization’s and its employees’ best interests (Bass & Riggio, 2005). Caldwell and 
colleagues (2011) opined that HRPs owe a complex set of transformational, covenantal, 
and servant leadership duties to employees. Kindness enables HRPs to pursue their 
stewardship responsibilities in working for employee interests while simultaneously 
honoring duties to the organization (cf. Hernandez, 2008 & 2012). 
 
Kindness and Respect 
Respect is a fundamental element of justice and a foundation of trustworthiness 
(Primeaux, Karri, & Caldwell, 2002; Colquitt & Rodell, 2011; Clapham, et al., 2014). 
Interactional justice emphasizes the importance of relationships with others (Bies & 
Moag, 1986).  Lind (2001) noted that interactional justice is high when employees are 
treated as valued partners (cf. Block, 2013) and incorporates the degree to which others 
are treated with courtesy and respect-- including providing employees with information 
needed in achieving sought after outcomes (Greenberg, 1993). 
 
As HRPs interact with others, their focus must honor the letter of the law, but also 
demonstrate compassionate commitment to its spirit and intent. HRPs demonstrate a 
commitment to the welfare, growth, and wholeness of others in their role as ethical 
stewards of the organization (Caldwell, et al., 2011; Caldwell, Hayes & Long, 2010). 
Respect and kindness demonstrate genuine regard for others while speaking the truth in 
a way that is neither condescending nor officious (Covey, 1992). HRPs who mesh 
kindness with respect speak honestly but respectfully, seeking to help people to become 
their best version of themselves while honoring the truth (Caldwell, et al., 2011). 
 
Kindness and Perspective 
Perspective requires the ability to understand the context of situations and to respond 
appropriately (Caruso & Bhardwaj, 2012; Bradberry & Greaves, 2015). Perspective-
taking refers to relating effectively to others and to correctly interpreting their feelings 
(DeBernardis, Hayes, & Fryling, 2014). The ability to relate to others and their 
motivations is dependent upon an HRPs skill in taking perspective and responding 
appropriately (Galinsky & Moskowitz, 2000). Skills associated with taking perspective 
are as a result of life experiences and are measured on a continuum (DeBernardis, 
Hayes, & Fryling, 2014). 
 
Perspective also includes the ability to accurately understand one’s role, the needs of 
others, and the complex factors of a problem, a situation, or an event. Mencken 
confirmed that such complex problems do not have simple solutions (Ehrenfeld & 
Hoffman, 2013). Similarly, Albert Einstein (1946) noted that the solutions to problems 
require a higher level of insight than existed at the time that those problems were 
created. Kindness reflects the ability to develop this refined perspective about the 
importance of people. Lacking that perspective, HRPs will be unable to balance 
conflicting demands facing their organizations (cf. Becker & Huselid, 2006; Bradberry & 
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Greaves, 2015).  Being kind includes identifying when improvement is needed and in 
others’ best interests -- but doing so in a way that neither demeans nor offends others. 
 
Kindness and Integrity 
Hatcher (2006, p. 3) challenged HRPs to “(p)ractice with integrity, or do not practice at 
all,” emphasizing that in their work, everything has an ethical implication. Solomon 
(1992) opined that integrity was a requirement of every leader and critical in successfully 
confronting moral and ethical issues. Integrity is related to the concept of wholeness – 
including telling the whole truth and honoring commitments owed. Integrity is a condition 
precedent for establishing trust (Mayer, Davis, & Schoorman, 1995; Schoorman, Mayer, 
& Davis, 2007 and encompasses loyalth to others, telling the truth, defining reality, 
keeping commitments, and honoring promises (Simons, 2002 & 2008). Corey (2016, p. 
1) affirmed that kindness is “brave and daring, willing to be vulnerable with those we 
disagree” and “neither timid nor frail.” 
 
Employee commitment is related directly to the integrity of an organization’s leaders 
(Senge, 2006). The confidence that employees will be treated fairly and kindly has a 
predictable impact on employee willingness to produce extra-mile performance and the 
creative initiative that create competitive advantage (Christensen, 2016). HRPs who 
combine kindness with integrity create HRM systems that reflect their commitment to 
both individual and organizational potential (Senge, 2006; Pfeffer, 1998; Beer, 2009).  
 
Kindness and Competence 
Competence in performing HRM functions and in creating systems that reflect 
organizational values translate those values into a culture of high trust and demonstrate 
HRP knowledge, skill, and ability (Pfeffer, 1998). Competence involves technical 
proficiency, interpersonal skill, and the ability to achieve desired outcomes (Mayer, et al., 
1995). The integration of kindness and competence create an additive effect on 
organizational performance (Casciaro & Lobo, 2008; Levin & Cross, 2004). 
 
For HRPs to contribute as resources to individual department goals, they must become 
subject-matter experts about tasks performed and understand how to help personnel to 
acquire and apply performance-related job skills (Beer, 1997). Competent HRPs also 
help people to refine their skills and acquire critical knowledge essential to performing 
their responsibilities (Mitchell, Obeidat, & Bray, 2013). 
 
Ethics and Kindness 
Scholars have observed that HRM policies and the role of HRPs are inherently ethically-
related (Wiley, 2000; Hosmer, 1987). Valentine and colleagues (2013) explained that 
HRPs directly impact employee attitudes toward ethics by their actions, policies, and 
practices. As a leadership quality of HRPs, kindness can be examined in context with 
seven ethical frameworks commonly used to evaluate behavior. The following is a brief 
summary of each of these ethical frameworks, including general comments about how 
each framework relates to the construct of kindness. 
 
1. Utilitarian Ethics is a framework of normative ethics that defines the morality of 
actions by their utility, outcomes, and consequences. Jeremy Bentham and John 
Stuart Mill are generally agreed to be the advocates of this ethical framework (Carroll 
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& Buchholz, 2014). The instrumental outcome of utilitarian ethics is framed in terms 
of achieving “the greatest good for the greatest number.” Utility involve the amount 
of benefit or pleasure accrued together with the absence of loss or pain (Winstanley, 
Woodall, & Heery, 1996). According to this framework, the most morally-correct 
choice is the one that produces the optimal good, net benefits, or utility. The moral 
difficulty in utilitarian ethics, however, is in measuring the incremental value of net 
utility or loss.   
 
Kindness as a utilitarian behavioral choice of HRPs is evaluated in context with its 
ability to produce not only greater benefits, as perceived by employees who are 
treated kindly, but better outcomes for the organization as measured by the value of 
wealth created (Schulman, 2001). Kindness has the potential to be a contributor not 
only to the quality of individual relationships, but to an organization’s product or 
service quality; its level of customer satisfaction; its influence on the creation of a 
new product, process, or service innovation; and increased profitability (Pfeffer, 
1998). Thus, leadership behavior which is most utilitarian optimizes organizational 
wealth creation ― and the empirical evidence confirms that when HRM systems treat 
employees with high regard, trust, and respect they generate the greatest 
profitability, improve customer service, and achieve higher quality (Pfeffer, 1998; 
Beer, 2009). 
 
2. Virtue Ethics describes an ethos of personal character developed by Plato and 
Aristotle which advocates the value of virtuous character traits as the moral 
obligation in creating a better life (Russell, 2013). Yearley (1990, p.2) defined virtues 
as actions that lead to “recognizable human excellence (creating) an instance of 
human flourishing.” Cameron (2011) described this flourishing as the foundation of 
virtue ethics and a key responsibility of leadership. Virtues comprise just and decent 
ways of living in the pursuit of excellence (Solomon, 1992; Sherman, 1991).   
 
As a virtue, kindness focuses on treating others with their best interests in mind 
without being condescending or submissive in so doing (Corey, 2016). Aristotle 
defined virtues as the appropriate balance between two vices or excesses (Gottlieb, 
2011) and explained that virtues and vices were both voluntary decisions to act or 
not to act ― with those choices imposing a moral responsibility on an actor.  
 
Parsons (2016) indicated that was an important contributor to a healthier 
organizational culture and greater organizational success, consistent with the 
findings of positive psychology. Chun (2005) also found that kindness manifest as 
empathy, integrity, and warmth, was correlated with effective organizational 
performance. HRPs who adopt kindness as a personal virtue and who incorporate 
kindness within their organizations create relationships that increase employee 
satisfaction and commitment while improving overall performance.  In context with 
the strategic role of HRM, wise HRPs recognize that kindness enables them to honor 
transformational duties owed to both their organizations and its employees (Covey, 
2004). 
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3. Universal Rules Ethics advocate an inspired set of moral rules that govern action and 
achieve a greater good for society and for organizations within it (Hosmer, 1995). 
Kant (1959) argued that logic and rationality in examining choices were required to 
make an ethical decision, and that such choices must be based upon universal rules 
or “categorical imperatives” which guide one’s actions. But Kant’s (1959) universal 
rules also apply to the treatment of individuals, who Kant argued should always be 
treated as means in and of themselves and never as ends to the achievement of 
personal or organizational means. Lamsa and Takala (2000, p. 391) reported that 
“good will, and only good will, can be universalized” according to Kant. 
 
Translating universal rules to HRM, organizations and HRPs have a moral duty to 
treat employees as “yous,” or valued partners, rather than as “its” or commodities 
and cost-centers to be minimized (cf. Block, 2013; Buber, 2010). Creating an 
organizational culture of good will, according to the principles of universal rules 
ethics, is a fundamental concept of high performance and high-trust work systems 
and consistently shows that such HRM systems benefit both employees and the 
organizations within which they work (Huang, et al., 2016; Ning, et al., 2015; Muduli, 
2015).  
  
4. Individual Rights Ethics set forth an articulated list of rights that ensure personal 
freedoms within a social context (Hosmer, 1995). Such freedoms include the right to 
act, work, think, and behave without retribution as members of society and as a 
result of societal and legal standards. In governing organizations, those rights are 
often protected by governmental authorities such as the Equal Employment 
Opportunity Commission (EEOC) or the Occupational Safety and Health 
Administration (OSHA). But individual rights also mean the right to grow, to make 
choices, and to learn from mistakes made. 
 
Winstanley and Woodall (2000) called for HRPs to be more sensitive to the individual 
rights of employees. Newman and colleagues (2016) found that employee-oriented 
HRM systems positively impact extra-role behavior but that compliance with legal 
rights alone had minimal impact. When individual rights are extended to include the 
right to be empowered participants, Guerci and colleagues (2015) found that 
employee involvement increased the quality and benevolence of the organizational 
climate from the employees’ perspective.  Thus, expanding the concept of individual 
rights to include the right to excel and to become one’s best builds trust, enhances 
commitment, and creates a win-win relationship for organizations and their 
employees (cf. Covey, 2004). 
 
5. Ethics of Care or relationship-based ethical perspectives emphasize the importance 
of “care and responsibility in relationships” as the driving forces of moral decision-
making (Gilligan, 1982, p.73). This focus on the moral significance of relationships is 
acknowledged as a moral perspective which values people, choice, and responsibility 
as governing values in ethical decision-making. Care encompasses meeting the 
needs of oneself and others, rather than relying primarily upon a set of societal rules 
(Gilligan, 1982). Thus, the “voice of care” is provided as a contrast to the “voice of 
justice” in weighing philosophical priorities. The logic of the ethics of care is that 
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relationships trump rules because of the interdependent nature of people who are 
reliant upon others for their welfare (Gilligan, 2008).  Recognition of others’ needs, 
accepting responsibility for those needs, responsiveness to others’ needs, and 
competence in responding are key elements of the ethics of care (Tronto, 2012). 
 
Schumann (2001) incorporated the ethics of care in his discussion of ethical HRM. 
He explained that the moral principle of the ethics of care is that a “moral obligation 
is not to follow impartial principles, but rather to care for the good of the particular 
individuals with whom the person has concrete special relationships” (Schumann, 
2001, 104). The ethics of care requires an employer to honor duties owed to 
employees to protect their best interests rather than to take advantage of employees 
or do them harm (Schumann, 2001). Clearly, kindness and the ethics of care are 
closely-related concepts and a growing body of evidence affirms that treating 
employees well equates with increased commitment, high performance, and long-
term value creation for organizations (Beer, 2009). 
 
6. Religious Injunction Ethics advocate that compassion and kindness must accompany 
honesty, truthfulness, and temperance and that moral decisions must be based upon 
religious precepts (Hosmer, 1995). This ethical perspective is common to many 
religious beliefs across the world and reflects a belief that doing good benefits the 
entire community and is congruent with Divine Will. The “Golden Rule” of reciprocal 
treatment — doing unto others as you would have them do unto you — is often cited 
with regard to this ethical standard (Donaldson & Werhane, 2007). 
 
HRPs incorporating the ethics of religious injunction often do so out of a desire to 
apply practical normative rules accepted by society as the basis for ethical decision-
making (cf. Cathy, 2007; Hosmer, 2010). These HRPs may suggest that the 
principles of love, repentance, and forgiveness should appropriately apply to the 
context of management (Boyatzis & McKee, 2005; Kostenbaum, 2002). HRPs who 
view themselves as ethical stewards committed to the welfare, growth, and 
wholeness of others are comfortable with the kindness and compassion of this 
ethical perspective (Caldwell, Hayes, & Long, 2010). 
 
7. Economic Efficiency Ethics are derived from the economic perspective of Adam Smith 
and seek to maximize profitability (Hosmer, 1995). Stieber and Primeaux (1991) 
opined that this ethical standard was a practical paradigm for business ethics and 
decision-making. A risk of adopting this economic paradigm for organizational ethics 
is that doing so may focus the organization on maximizing profit rather than on the 
pursuit of an organization’s underlying values and purpose. Collins and Porras (2004) 
provide evidence that a focus on profit-making actually results in lower economic 
returns than making organizational values and mission the primary priority. Thus, 
they advocated that organizations focus on serving their customers well, performing 
with excellence, and honoring their proclaimed values — and that economic success 
will be a natural byproduct of that focus (Collins & Porras, 2004). 
 
Although many HRPs will adopt the ethics of Economic Efficiency because of its 
natural alignment with the profit-making goals of business, those HRPs may also fail 
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to fully understand the nuances of optimizing long-term wealth creation and will 
choose to create a transactional rather than a transformational or transformative 
ethical relationship with employees (Covey, 2004; Pfeffer, 1998; Bennis & Nanus, 
2007).  For those HRPs who do not fully comprehend the importance of maximizing 
commitment and trust to ensure competitive advantage, their perspective will be to 
maintain a traditional, arms-length relationship with employees and will fail to 
integrate social and financial values to optimize wealth creation (cf. Paine, 2002). 
 
All seven of these ethical perspectives have practical value for HRPs. Table 1 
integrates the seven ethical perspectives with the six elements of kindness and 
provides insights about how each ethical point of view emphasizes the priorities of 
kindness in a slightly different manner. 
 
 Table 1: Integration of Ethical Perspectives with Elements of Kindness for HRM 
 
 
 UTILITARIAN VIRTUE 
ETHICS 
UNIVERSAL 
RULES 
INDIVIDUAL 
RIGHTS 
ETHICS  
OF CARE 
RELIGIOUS 
INJUNCTION 
ECONOMIC 
EFFICIENCY 
A
U
T
H
E
N
T
IC
IT
Y
 Seeks to optimize 
win-win 
outcomes 
Treats others 
genuinely. 
Honors 
principles 
without 
pretense. 
Genuinely 
seeks best 
interests of 
others. 
Demonstrates 
genuine care 
and 
responsibility. 
Treats others as 
they wish to be 
treated. 
Recognizes 
that kindness 
creates 
commitment. 
H
U
M
A
N
IT
Y
 
Knows treating 
others kindly 
brings returns. 
Values people 
as “Yous” 
Understands 
value of 
treating others 
justly. 
Seeks to ensure 
rights of all are 
respected. 
Loves others 
as valued 
partners. 
Honors the 
Golden Rule. 
Cares about 
helping others 
become their 
best. 
R
E
S
P
E
C
T
 
Acknowledges 
role of mutual 
respect in 
creating a team. 
Acknowledges 
value of others 
as individuals. 
Honors the 
obligation to 
treat all 
persons fairly. 
Protects rights 
but also is 
courteous and 
compliant with 
policies. 
Values others 
interpersonall
y by actions 
and words. 
Balances 
candor and 
consideration. 
Does no harm 
and honors 
intent of rules. 
Builds mutual 
respect among 
all. 
P
E
R
S
P
E
C
T
IV
E
 Understands 
“win-win” and 
optimization. 
Self-aware 
about own 
virtues and 
areas to 
improve. 
Follows the 
spirit of rules, 
policies, and 
systems to 
honor others. 
Is consistently 
fair to all and 
protects every 
person’s best 
interests. 
Accepts 
people where 
they are but 
helps them to 
improve. 
Refrains from 
letting problems 
undermine 
values. 
Recognizes 
value of both 
short-term and 
long-term 
value creation. 
IN
T
E
G
R
IT
Y
 Diligent in 
seeking best 
outcomes but not 
at expense of 
people. 
Understands 
that virtuous 
principles are 
modeled to 
inspire trust. 
Keeps 
commitments 
and honors the 
truth when 
candor is 
needed. 
Zealous in 
working for 
others’ best 
interests. 
Honors 
relationships 
and 
demonstrates 
unending 
caring. 
Loves others and 
works for their 
welfare, growth, 
and wholeness at 
all times. 
Uncompromisi
ng in seeking 
optimal 
outcomes 
while honoring 
people’s needs. 
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As HRPs recognize the complexity of their relationships with employees and the ethical 
duties owed to them, the importance of kindness and its six elements becomes clearer. 
O’Malley (1998) had observed that most people are unaware of the potential power of 
kindness in helping others to discover their greatness. 
 
Contributions of the Paper 
 
Kindness as an ethically- and morally-based leadership concept has identifiable value for 
HRP practitioners seeking to build commitment, increase trust, and achieve 
organizational goals. The following are four contributions of this paper: 
 
 It reinforces the importance of kindness as a moral and ethical virtue. Kindness is 
a key element of trustworthiness (Mayer, et al., 1995), and honors the 
expectations of employees that they will be treated fairly and compassionately 
(Rousseau, et al., 1998). 
 
 It explains six key elements that enhance the meaning of kindness. Clarifying the 
meaning and nature of kindness gives the construct greater richness and helps 
explain its ability to create flourishing organizations (Cameron, 2011). 
 
 It integrates kindness with seven well recognized ethical perspectives.  In this 
integration, the ethical and moral nature of kindness become clearer and easier 
to recognize as duties owed to employees while also honoring HRPs duties to 
their organization (Beer, 2009). 
 
 It provides a foundation for practitioner application and scholarly research. 
Explaining the nature of kindness as a moral duty of HRPs enables practitioners 
to honor their ethical and moral responsibilities. Identifying the obligations of 
kindness provides opportunities for scholars to engage in thoughtful research 
about high performance organizations and leadership responsibilities (Pfeffer, 
1998; Beer, 2009). 
 
Conclusion 
 
In his wise and poignant book, Man’s Search for Meaning, Viktor Frankl observed that 
there is a space between stimulus and response in which each of us make choices. 
Frankl explained that those choices affect both our growth and our freedom (Frankl & 
Winslade, 2014). By being kind, HRP leaders have the opportunity to help others by 
choosing to respond in ways that achieve both organizational and individual goals and 
that reflect a humane and caring understanding of the complexity of relationships with 
C
O
M
P
E
T
E
N
C
E
 
Stays informed 
about 
consequences of 
actions and helps 
problem solve. 
Uses 
intelligence to 
seek outcomes 
that help others 
become their 
best. 
Constantly 
seeking 
knowledge and 
creates a 
culture that 
inspires 
confidence. 
Protects rights 
of all, 
including 
helping others 
to improve 
where needed. 
Develops 
interpersonal 
responses best 
suited to 
needs of 
people of 
different 
types. 
Demonstrates 
high awareness 
of consequences 
of systems and 
responds in 
others’ best 
interests. 
Creates a 
culture that 
encourages 
learning, 
growth, mutual 
regard, and 
cooperation to 
optimize short-
term and long-
term results. 
  
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
 
75 
L
E
A
D
E
R
S
H
IP
 
employees. As HRM systems treat employees kindly as valued team members, that 
kindness unlocks the tremendous potential that lies within individuals and creates the 
commitment that is the key to competitive advantage and high performance (Beer, 
2009). By honoring relationships and being kind to employees, HRPs optimize the best 
interests of their organizations and its employees as ethical stewards and transformative 
leaders (Bennis & Nanus, 2007; Caldwell, 2012). 
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An Examination of Demographics, Personal 
Values, and Philosophical Orientations of College 
Students from Multiple University Campuses 
 
Introduction  
Regardless of one’s demographics, humans have values. These values are the basis for 
many decisions made throughout life, ranging from daily priorities to selecting a partner 
in marriage.   Values are founded in beliefs, constructed from experiences, personality 
traits, relationships, and social situations (McKee, Boyatzis, & Johnston, 2008).  Sverdlik 
and Oreg (2014) consider values to be a concept which cause differences among 
individuals and operate as one’s guiding principles.  Additionally, values can be linked to 
motivation (Pacheco & Owen, 2015; Sverdlik & Oreg, 2014). Gau and James (2014) 
reason that values exemplify preferences and desires which can direct behavior that 
ultimately transcend situations. It can be further argued that it is important to 
understand personal values, as they provide insight into behavior and rationale for 
decisions (Chernyak-Hai & Tziner, Aharon, 2016; Gau & James, 2014; McKee, Boyatzis & 
Johnston, 2008; Ryan, 2008).  Moreover, the manner in which one exhibits his or her 
values becomes their operating philosophy – how their values are enacted. 
 
  MARY KOVACH 
  MIAMI UNIVERSITY,  
  OXFORD, OHIO, US 
 
Abstract 
The purpose of this study is to identify what 
current students value today and to determine 
whether there is a link between personal values 
and student demographics.  A brief demographic 
survey of fourteen questions was developed and 
distributed, along with a twenty-question survey 
which is used determine participant’s values, or 
philosophical orientation (McKee, Boyatzis, & 
Johnston, 2008). There were two hundred and 
forty-two subjects who volunteered over a two-
week time period for this research project.  
Analysis was completed comparing various 
demographics (such as age, gender, nationality, 
first generation students) to determine if certain 
demographics strongly correlated with a particular 
philosophical orientation, such as pragmatic, 
human or intellectual.  This manuscript further 
describes some of the current research within the 
field, the method in which the data was collected 
and analyzed, as well as the results.   
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Boyatzis, Murphy, and Wheeler (2000) developed a Philosophical Orientation 
questionnaire (which is the primary instrument utilized in this study) and distributed it to 
801 participants.  Their research concluded that the operating philosophies of these 
participants significantly impacted their behaviors, such as learning styles, empathy, 
flexibility, and initiative. Furthermore, their analysis of the results offered a new 
understanding between the relationships of personal values, approach to learning, and 
their behavior. They take the three current (and classical) philosophies and align them to 
particular values to understand how one would behave. Ryan (2008) conducted a study 
in Canada to determine philosophical orientations of students looking to become 
teachers. He conducted this study not only to identify philosophical orientations, which 
increased self-awareness, but also with the intention that it would lead to facilitating 
personal growth.  He argues that behavior is related to a teacher’s operating philosophy.     
 
According to the human values theory, individuals have different reactions to similar 
situations in how they perceive rewards at work (Blekesaune, 2015). Pohling, Bzdok, 
Eigenstetter, Stumpf, and Strobel (2016) propose that personal values are a major 
component when selecting employees with strong ethical competence. Grunhagen and 
Mittelstaedt (2005) conducted a study examining the relationship between the 
philosophic orientation of franchise unit owners and franchisees to determine 
expectations and how to best manage working relationships.  Their results indicated that 
franchisees do not differ in terms of investment motivation, but do differ in terms of 
entrepreneurial motivation.  Chernyak-Hai and Tziner (2015) examine the relationship 
between personal values and work-family conflict (managing or trying to balance a career 
with familial demands). They discuss the impact individual values has on attitudes 
towards careers and/or organizations and consequentially explain why some individuals 
are more likely to encounter work-family conflict.  
 
The purpose of this paper is to describe a study conducted that examined the 
relationship between demographics and three specific values (i.e., intellectual, 
pragmatic, and humanistic), and resulted in the identification of philosophical 
orientations. Participants included both graduate and undergraduate students across 
multiple campuses at a university in southwest Ohio. To provide a context for this 
proposed study, a review of some relevant research studies on this topic is provided in 
the next section. These studies are organized into two different categories. In the first 
section, the studies that examined the relationships of personal values and other life 
situations ― such as making decisions, watching sports, political participation, and 
conducting  research ― are presented  In the second section, the studies that 
investigated the relationships of personal values  and philosophical orientation as they 
relate to the marketplace ― including work-family conflict, retirement behavior, career 
path (teaching, specifically), and managing relationships between franchisees and 
franchisors are detailed. 
 
Literature Review 
Values and Life Situations 
Pohling, Bzdok, Eigenstetter, Stumpf, and Strobel (2016) created a study where the 
intention was two-fold.  First, it developed and provided a new manner in which to define 
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the term “ethical competence.”  Second, it refined the impact of empathy as well as 
personal values (including the 5-factor model of personality) on ethical competence. 
Their research indicated that decision- makers within organizations (particularly human 
resource managers or those with hiring capability) should take into account the roles of 
personal values and empathy as well as utilize the five-factor model in selecting 
candidates for hire with high ethical competence.  There were eight hypotheses within 
this study. The first hypothesis proposed that those individuals with high empathetic 
concern were correlated with higher levels of both moral cognition and moral conation 
processes. The second hypothesis proposed that individuals who have perspective 
taking high levels also have both high levels of moral conation and moral cognition. The 
third was that individuals who demonstrate personal distress with higher levels correlate 
to both low levels of moral conation and moral cognition processes. The next hypothesis 
specifically concerned the ranking of correlations among moral cognition processes and 
personal values. The fifth hypothesis ranked the correlations between personal values 
and moral conation processes. The sixth and seventh hypotheses also ranked 
correlations between perspective taking and personal values, and personal values and 
empathetic concern, respectively. The eighth and final hypothesis indicated that changes 
in personal values’ structure manipulate two types of empathy (i.e., cognitive and 
affective) on the moral cognition and moral conation processes. In this research study, 
the sample population consisted of 366 German undergraduate students from four 
different universities volunteering for the study. Of the participants, 46.2% were female.  
Additionally, the mean age of the population was 22.5 years old. Each of the participants 
were advised about the intention and topic of the study.  Questionnaires were completed 
during class time, and students were give 30 minutes for completion.  Only one 
university permitted students to complete the questionnaire as well as the following 
instruments in 100 minutes and under supervision. Empathy measurement was 
conducted using the SPF (Saarbrucker Personlichkeitsfragebogen), while personal 
values were assessed by using a German-versioned Schwartz Value Survey. The Moral 
Judgement Test calculated the intensity of moral cognition processes and the Inventar 
Berfusbezogener Einstellungen und Selbsteinschatzungen instrument helped assess the 
moral conation process.  Finally, a German version that measured the Big Five Inventory 
calculated the five-factor model of personality. Researchers were able to define ethical 
competency as “the capacity to feel sympathy, compassion and concern for others” (p. 
465). Additionally, a number of the hypotheses were analyzed with the data. There were 
three limitations identified: 1) singular cultural influence (only German students), 2) the 
consideration of only one operationalization for both moral cognition and moral conation 
processes, and 3) the sole use of self-reported data. Strengths of the study included 
exploring the whole set of empathy dimensions, studying personality measurements, and 
utilizing integrated hypotheses to examine the connections between personal values and 
the supplementary variables.  As the results related to the workplace, the study 
suggested screening employees (both managerial and non-managerial) for value profiles.  
Pohling, et al., also said the following: 
 
With respect to values… business organizations should call into question which 
values they endorse and promote in their organizational culture. It would be 
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conceivable to deliberately embrace values with a social focus and inbuilt them in all 
organizational processes as means for supporting ethical practices within 
organizations. Moreover, values primarily influence actions when they are relevant in 
the context (Schwartz, 2012). Hence an organizational context that is highlighting 
specific values promotes the activation of these values in the behavior of 
organization members. Finally, putting certain values into the limelight would help to 
shape and strengthen the moral identity of its members by means of role-modeling 
and moral approval of the respective peers and supervisors (Pohling, et al, 2014, pp. 
468-469). 
 
Gau and James (2014) studied the relationship between personal values and spectator 
sport consumption. Their goal was to determine whether or not there was a correlation 
between personal values and the frequency of watching spectator sports, which included 
multiple types of consumption categories: in-person consumption, watching it on 
television, reading about it, talking about it, watching it via the Internet, and listening to it 
over the radio. There were 384 participants in the study. Of the total participants, 42% 
(184 participants) were female. The majority of participants (44.1%) were between the 
ages of 21 and 23. There were 99 participants (26.1%) between 18 and 20 years of age. 
Additionally, 98% of the participants self-reported having some college education. This 
study was broken down into four stages. In the first stage, a comprehensive literature 
review was performed in which 77 values were identified and derived from Maslow’s 
needs theory, Schwartz’s values, and Rokeach’s and Kahle’s research. In the second 
stage, two focus groups were created to discuss the comprehensive list of values 
identified for this study and to categorize which of those values were linked with a 
spectator sport.  The third stage consisted of a pilot study. Finally, in the fourth stage, the 
primary study was launched wherein data was analyzed to determine the relationship 
between spectator sport consumption and the personal life values identified for this 
study.   
 
Gau and James (2014) utilized two types of instruments for this study: a questionnaire 
and focus groups.  A questionnaire was developed identifying personal life values for 
participants to rank values accordingly. Focus groups were created and moderated by a 
facilitator to manage the discussion. As a result, there were two values in particular, i.e., 
loyalty and sense of accomplishment that directly projected the consumption of 
spectator sport. The other end of the spectrum which included the values, moral and 
creativity, proved to demonstrate the least amount of spectator sport consumption. The 
degree of variance among values was less than 10%. Spectator sport consumption was 
also linked to sense of accomplishment. Another conclusion was that “a motive might be 
situational” and may not be a predictor of personal values (p. 51).  As this study relates 
to the marketplace, it indicates that those in leadership positions, particularly managers, 
should lead their values by example, specifically through integrity with their employees 
(p. 52).  A limitation of the study is its generalizability, in that most participants were 
college students or of college age. 
 
Researchers Pacheco and Owen (2015) focused on three primary reasons for this study.  
First, they intended to satisfy a need in current research, and second, to further 
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contribute to the working body of knowledge in the field. In doing so (third), they would 
use specific methodology that concentrated on personal values. The researchers wished 
to recognize the personal values associated with political participation. Additionally, they 
hoped to determine whether certain personal values lead to higher participation. Data 
was provided by the European Social Survey (ESS) in 2010-11 including 50,781 
individuals across Europe. The final sample was comprised of 29,439 participants from 
23 countries with varying demographics and of voting age.  The data was sourced from 
the ESS survey and further compiled and analyzed by the researchers using Schwartz’s 
10 human values scale as a foundation. The personal value of hedonism was removed 
based on a significant overlap with the personal values of self-enhancement and 
openness to change.  A generalized order logit (GOLOGIT) model as well as a series of 
Wald tests were used. The authors believed this to be the first empirical study 
scrutinizing political participation in this manner. Results demonstrated strong evidence 
that the personal values identified by Schwartz were reliable indicators of whether an 
individual would participate in the political process and to what degree. While there was 
no direct contact with participants, it appeared as though education levels were a strong 
factor in persuading individuals to participate in the political process within the ESS 
population. 
 
Values Relative to Philosophical Orientation and the Marketplace 
The study conducted by Hussein Ismail (2016) from the Lebanese American University 
was the first empirical study that was developed to determine whether or not a 
connection exists between 1) personal values and 2) the participant’s strategic 
preference (i.e., either business or corporate strategies). There are two hypotheses 
presented in this research study. Each hypothesis intended to confirm the relationship 
between personal values and each strategic preference (business and corporate). There 
were 137 business graduate and undergraduate business students (with “senior” 
status) at a single business school who participated in the study; it was distributed 
during class. The demographics provided are basic, which include gender (52% 
males/48% females), age (all participants older than age 21), and marital status 
(students were primarily unmarried). A self-reporting questionnaire was distributed to 
137 graduate and undergraduate business students, sectioned into three different parts 
(personal values, strategic preference and demographics). There were two measurement 
tools utilized. The measurement for personal values originally created by McDonald and 
Gandz included a 7-point scale rating 24 different values. The measurement for strategic 
preference developed by Martin and Grbac had students identify preferred strategy after 
providing short descriptions of both business and corporate strategies. Ultimately, there 
were three components to the questionnaire: 1) self-reported demographics, 2) two 
dependent variables (strategic preference broken down into two categories – business 
and corporate), and 3) twenty-four personal values (the independent variable 
measurement). The results of this study demonstrated that there were three salient 
values (i.e., obedience, courtesy, and adaptability) which indicated preference to 
customer focus as well as backward and forward integration. The author discovered that 
strategic choice, which includes “operational excellence, product leadership and 
customer intimacy” (p. 33), varied by the personal values of the participant. The results 
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also indicated no direct correlation between diversification (a corporate strategy) and 
personal values. In discussing his outcomes, Ismail (2016) confirmed a direct 
relationship between personal values and strategic preference.  It validated (based on 
the sample size in this study) that there were particular values that demonstrated 
preference towards certain strategies.  The manuscript also exposed a number of 
limitations including sample size, certain demographic variables, and selective 
distribution to business students at a particular school. The author recognized that this 
study was “exploratory” (p. 38) research and that additional research should be 
conducted as strategic choices relate to personal values. 
 
Chernyak-Hai and Tziner (2016) conducted two studies exploring the relationship 
between balancing a career and family life, known as Work-Family Conflict (WFC) or 
Work-Life Balance. The first study connected organizational climates and specific values, 
particularly power, self-direction, power, hedonism, and achievement.  The second study 
investigated whether there was a relationship between workplace burnout and work 
engagement, resulting in Work-Family Conflict. Within this study, four hypotheses were 
made. The first hypothesis held that a considerable positive correlation would exist 
between WFC and the personal value of egocentricism. The second hypothesis held that 
a negative relationship would exist between WFC and the favorability of workplace 
climate. The third hypothesis assumed a negative affiliation between the values of 
workplace climate and egocentricism. Finally, the fourth hypothesis proposed that 
workplace climate would intercede between WFC and the level of personal values.  Two 
different studies were conducted. The first study evaluated the manner in which 
personal values can predict WFC.  In this study, 242 employees from two company 
locations volunteered to participate, representing various career levels within the 
organization. There were 109 women, 124 men, and 9 participants who declined to 
gender identify. The mean age was 35.5 years. Almost 60% were single while almost 
40% were married with 4% divorced. The participants were asked to complete different 
questionnaires honestly. The first questionnaire consisted of 57 questions on a Likert 
scale.  The second questionnaire consisted of 38 questions developed by Litwin & 
Stringer in 1968, measured 9 categories of organizational climate, also on a Likert scale.  
The third questionnaire ― created by Netemery, Boles, and McMurrian in 1996 ― 
included 10 questions on a Likert scale.   
 
The second Chernyak-Hai and Tziner (2016) study targeted predictive levels of employee 
burnout and work engagement. In this study, there were 240 participants from three 
organizations, with a mean age of 34.7. Participants consisted of 126 women (53%), 
with 75% of the participants married.  A little over three-quarters of the participants were 
in non-managerial positions.  56% of the participants reporting having a Bachelor’s 
degree, while 22% reporting having a Master’s degree. Three questionnaires were given 
to participants wherein they were also asked to answer questions honestly. There was a 
questionnaire consisting of 9 items on a Likert scale to determine level of work 
engagement. To assess workplace burnout, participants were given a 16-question survey 
also on a Likert scale. Finally, to measure WFC, the same questionnaire from study 1 
was used.  Results of study 1 indicated that the first hypothesis was generally supported 
in that participants who experienced high WFC also scored high in power, hedonism, self-
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direction and achievement. Additionally, those who ranked high in egocentric values also 
held unfavorable workplace climate perceptions. The results of the second study 
concluded that those participants who were highly involved in their work endured higher 
WFC. Moreover, participants who indicated high energy and effort towards their work 
increased the potential for burnout. The researchers confirm that Schwartz’s (1992 & 
1994) theory of basic human values are comprehensive across the human race but also 
oppose and harmonize one another as they related to various group and individual 
factors. Their research concluded that there was a strong correlation between WFC, work 
engagement, and personal values. Notably, there are two limitations within this study.  
First, participants were from select organizations, which may alter a comprehensive look 
at organizational climate.  Also, the manner in which the data was measured within the 
study did not allow for any casual interferences. Future research is suggested using 
participants from various organizations and studying the relationships between 
organizations and WFC, burnout and engagement.   
 
Blekesaune (2015) conducted a research study that sought to analyze the extent self-
enhancement values (identified in the Schwartz taxonomy, which include power, 
achievement, and hedonism) would predict behavior during retirement. Researchers of 
this study hypothesized that individuals who have strong self-enhancement values will 
postpone retirement, and those individuals who have low self-enhancement values are 
likely to retire (i.e., stop working) early. This was a longitudinal and multi-disciplinary 
study with a gross sample size of 7,739 participants between the ages of 40 and 79. 
The Central Person Register of Norway provided data for the sample population. 
Methods used to collect data included a phone interview and a questionnaire which 
generated a response rate of 50.4%. Within the age group in which this research 
surveyed (50 to 69 years), 63.2% partook in the telephone interviews.  Of the 63.2%, 
nearly 80% of that group also completed the questionnaire. The 10 human-values survey 
developed by Schwartz in 1994 was translated and used, specifically focusing on power, 
achievement, and hedonism.  After the data was analyzed, results demonstrated that 
there were two self-enhancement values in particular that did not lead to voluntary early 
retirement: achievement and hedonism. The power value did not. Achievement 
(associated with accomplishment and linked to job commitment) was the constant 
predictor among the three values that proved the avoidance of voluntary retirement. 
 
The intention of the Ryan (2008) study was to discover pre-service education students’ 
philosophical orientation. In revealing their educational philosophy, researchers believed 
students could then become more self-aware and promote personal growth. In looking at 
the following philosophies within education (behaviorism, essentialism, perrenialism, 
progressivism, social reconstructionism, and existentialism), the goal was to unearth the 
intensity of the association of one orientation to student-teachers. A cross-sectional 
population of 520 university undergraduate students taking class with the author of the 
paper, enrolled in the Bachelor of Education program.  Students were given a survey with 
48 questions on a Likert scale, with every survey question directly linked to one of the six 
philosophies being researched. Each student completed the survey at the mid-point 
within the term, and thereafter every student underwent teaching practica and 
successfully finished a number of educational theory classes. A survey was developed 
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with 48 statements giving students the options of strongly agreed, agreed, had no 
opinion (neutral), disagreed, or strongly disagreed. Students wrote their answers on a 
pre-defined template. Interestingly, the overwhelming majority of student participants 
(96%) all fell within the same category – 499/520 students – the progressivist category. 
The author found these overwhelming results to be a point of interest rather than a point 
of concern, believing the statements within the survey were just as powerful as when 
they were made nearly 100 years ago.  In summary, these student participants revealed 
the following beliefs:  student needs and personal experiences should be the basis for 
school curriculum; personal creativity and individual expression should drive art-related 
courses; and significant social interaction should be a part of the school’s curriculum. 
 
Grunhagen and Mittelstaedt (2005) developed a study to determine the philosophical 
orientation of business franchisees, whether it be for investment purposes or for 
entrepreneurial ambitions. There were two hypotheses in this study. The first hypothesis 
indicated that when multi-unit operators took on additional units, they already possessed 
a more significant sense of entrepreneurial enthusiasm as compared to area 
development franchisees. The second hypothesis proposed that area development 
franchisees had a superior investment motivation than sequential multi-unit franchisees. 
There were 2,495 addresses from 14 different fast-food systems that were randomly 
chosen. There were two stages in this study.  In the initial stage, a survey was conducted 
in order to categorize franchise owners by their franchise relationship. These surveys 
went to all of the 2,495 addresses. The response rate was 10.5%, with 262 usable 
results.  In the second stage, three versions of the survey instrument, mostly Likert-type 
scales, were then sent to the 262 respondents from the first stage.  The response rate 
exceeded 70%.  Each hypothesis was tested.  It was concluded that a greater degree of 
entrepreneurial drive exists with sequential multi-unit owners than with area developers. 
Furthermore, there appeared to be no difference in regard to investment motivation.  
Ultimately, the results from this study were consistent with other research outcomes. 
 
Rationale for Study 
Boyatzis (2000) initially created this study in an effort to determine how our actions 
cannot always be explained by our values.  For example, when a working professional 
identifies the most important value as “family,” the expression of that value could be 
displayed in varying behaviors.  One manner is for that working professional to develop 
his/her career so that financial support will provide the best schooling, the best 
neighborhood in which to live, and a secure financial future. Conversely, the other 
working professional could ensure that while present on the job, 100% of the time was 
dedicated to quality work to ensure he/she was home each night for dinner, available to 
attend sporting events and other extracurricular activities, and maintain strong personal 
relationships.  More recent studies have researched values in a number of scenarios, 
but not resembling those within this study. The present study looks to identify whether or 
not specific demographics correlate to a particular philosophical orientation.   
 
In reviewing recent literature concerning how values relate to various life situations, the 
review concluded that values transcend disciplines and situations. In the Pohling, Bzdok, 
Eigenstetter, Stumpf, and Strobel (2016) study, researchers concluded that as the 
  
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
 
89 
L
E
A
D
E
R
S
H
IP
 
results related to the workplace, the study suggested screening employees (both 
managerial and non-managerial) for value profiles.  Gau and James (2014) studied the 
relationship between personal values and spectator sport consumption. As this study 
related to the marketplace, it indicated that those in leadership positions, particularly 
managers, should project their values by example, specifically emphasizing integrity for 
the benefit of their employees. Researchers Pacheco and Owen’s (2015) study 
demonstrated strong evidence that the personal values were reliable indicators of 
whether an individual would participate in the political process and to what degree.   
 
Additional literature reviewed for this study supported values leading to philosophical 
orientations as related to the marketplace. The study conducted by Ismail (2016) 
determined whether or not a connection existed between personal values and strategic 
preference in the marketplace.  The study confirmed a direct relationship between 
personal values and strategic preference and validated that there were particular values 
that demonstrate preference towards certain strategies. Chernyak-Hai and Tziner (2016) 
conducted different studies exploring the relationship between balancing a career and 
family life, previously identified as Work-Family Conflict (WFC). Results of one study 
indicated that participants who experienced high WFC also scored high marks in power, 
hedonism, self-direction, and achievement values. Those who ranked high in egocentric 
values also held unfavorable workplace climate perceptions. Additionally, the results of 
the second study concluded that those participants who were highly involved in their 
work endured higher WFC. Their research concluded that there is a strong correlation 
between WFC, work engagement, and personal values. Blekesaune (2015) conducted a 
research study that sought to analyze the extent self-enhancement values would predict 
behavior during retirement. Results demonstrated that two specific self-enhancement 
values did not lead to voluntary early retirement: achievement and hedonism.  The 
intention of the Ryan (2008) study was to discover the philosophical orientation of pre-
service, education students. These student participants revealed the following:  
 
 Student needs and personal experiences should be the basis for developing 
school curriculum; 
 Personal creativity and individual expression should drive art-related courses; and 
 Significant social interaction should be a part of the school’s curriculum.  
 
Grunhagen and Mittelstaedt (2005) developed a study to determine the philosophical 
orientation of business franchisees, whether it be for investment purposes or for 
entrepreneurial ambitions.  They concluded that a greater degree of entrepreneurial 
drive exists with sequential multi-unit owners than area developers. 
 
Gaps within Current Literature 
There are some gaps that exist within the current literature. First, there are no current 
studies that correlate values or philosophical orientations to student majors.  For 
example, are students who hold specific values high trending towards particular 
disciplines or lines of work?  While this may not be a cut-and-dry approach, it may be 
directionally correct and provide guidance to support a more content life and career, with 
a reduction in inherent conflict due to career choice. Moreover, Hostetler (2010) 
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examined three major components in educational research. In his research, he 
concluded that because values were not considered scientific, they were to be removed 
from educational research.   
 
The second gap is a higher-level, general gap. Current research has not correlated 
demographics to particular values that led to understanding certain philosophical 
orientations ― specifically in students.  It has not been determined whether or not there 
is a relationship between 1) personal values and the behaviors exhibited as a result, and 
2) specific demographic factors possessed by students.   
 
Lastly, after researching various studies with a similar focus that considered common 
values and how they were exemplified based on the identified demographics, the author 
believes this study contributes to the body of knowledge, as the research performed 
herein has not been conducted previously.  
 
Thus, the purpose of this study is to identify what current students value today and to 
determine whether there exists a link between personal values and student 
demographics.  A brief demographic survey of fourteen questions was developed and 
distributed, along with a twenty-question survey which was used determine participants’ 
values or philosophical orientations (McKee, Boyatzis, & Johnston, 2008).  
 
Methods  
Study Participants  
Study participants included domestic and international students (both graduate and 
undergraduate), as well as faculty and staff members - all affiliated with a reputable 
southwestern Ohio university and located at its various extensions. The study consisted 
of 242 participants with the following demographics:  
 
 
 123 were females (51%) and 119 were males (49%). 
 The mean average age was 24, with ages ranging from 16 to 73 (SD = 10.4).  
 61% of the participation population indicated that their parents were still married. 
 65% of the participation population reported that either their father or mother 
attended college. 
 92% of the participants had either completed a Bachelor’s degree or intended to 
earn a Bachelor’s degree. 
 15% had either earned an advanced degree or intended to earn an advanced 
degree. 
 Participants self-reported the following classifications when indicating 
race/ethnicity: 80% white/Caucasian, 5% Asian/Chinese, 4% black/African 
American, and 12% reported “Other” or did not indicate. 
 85% of the participants were not married. 
 61% of the participants had children. 
 62% of the participants lived with their parents. 
 90% of the participants indicated English as their first language. 
 4% of the participants reported being a first-generation American citizen. 
 Three-quarters of the population indicated they were not Business majors. 
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The questionnaire was distributed in person and voluntarily completed on paper 
individually. Participants were recruited in various places on each of the campuses, 
including offices, bookstores, and classrooms as well as in areas frequently trafficked by 
students.  The questionnaire included a fourteen-question section on demographics and 
twenty questions related to identifying personal values leading to understanding 
philosophical orientation (McKee et al., 2008). 
 
Study Design 
The study was designed to determine whether or not there was a correlation between 
personal values (which determines a participant’s philosophical orientation) and 
demographics. It was conducted over a two-week period. Fourteen questions were asked 
regarding demographics, followed by the Philosophical Orientation questionnaire 
(Psychological Reports, 2000). It is “through a mixture of these three philosophies, you 
manifest your values.  People see the worth, benefit or goodness in ourselves, others, 
and organizations through the lens of our dominant operating philosophy” (McKee et al., 
2008, p. 100). The questionnaire consisted of twenty questions that were developed to 
measure 3 types of values – human, intellectual, and pragmatic. There were two 
hypotheses within this study.  The first was to determine whether or not there was a 
difference in gender ― that females have a predominantly humanistic philosophical 
orientation. The second was to determine whether or not a particular university major 
correlated with one of the three values – positing that Commerce (business) majors have 
a predominantly pragmatic philosophical orientation. 
 
Data Collection Procedures 
All surveys were distributed in person and on paper to students in classes, faculty, and 
staff with open office doors and those populating places around campus including the 
cafeteria, study areas, and main hallways. Once the surveys were completed, they were 
collected for recording data. The questionnaire was scored accordingly to determine 
which participants demonstrated a human value, intellectual value, or pragmatic value 
preference. A comparison between value preference and demographics was also 
conducted.   
 
Instrumentation 
The Philosophical Orientation questionnaire itself was developed by Richard E. Boyatzis, 
Angela Murphy, and Jane Wheeler in “Philosophy as the missing link between values and 
behavior” (Psychological Reports (2000)). The questionnaire measured how individuals 
demonstrated their values ― also known as a person’s operating philosophy (McKee et 
al, 2008). Each question within the questionnaire provided a scenario and the 
participant ranked the three options in order by personal preference, on a scale of one to 
three. The scores were calculated through a detailed methodology. Each ranked answer 
was weighted in a particular manner that was ultimately used to calculate one of three 
values (intellectual, pragmatic, or human) that described the participant’s operating 
philosophy.  Additionally, demographic questions were created to look for correlations 
between particular values and demographic significance.  With the exception of age and 
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race where participants wrote in their answers, all other questions were a selection of 
two or more choices to select.  This information was recorded to correlate data. 
 
Analysis 
Upon determining which participants showed a preference to any of the three values, 
further analysis was conducted measuring demographic information for potential 
correlation. For each value, the researcher scrutinized data for relationships between 
gender, parental marital status, race, marital status, having children, college major, 
whether or not the participant was a first-generation American, or whether either of the 
participant’s parents attended college. 
 
After the initial analysis, the author considered that by focusing on participants under 30 
years of age, results between male and female participants may change. This reduced 
the total number of participants from 242 to 200. In this new sample population 
(participants under age 30), there were 96 females (48%), 80% self-identified 
themselves as students, 62% of the population indicated that their parents were 
married, 73% had had a parent attend college, and 96% intended to earn a Bachelor’s 
degree.  Additionally, 166 of these participants were white, with only 2% married.  24% 
were Commerce (business) majors, and the average age was 20, with ages ranging from 
16 to 29 (SD = 2.4). Because the data was primarily nominal, Chi-square tests were 
performed in SPSS to determine statistical significance. 
 
Results 
The initial results were unexpected. Of the 242 participants, the majority (176 
participants) scored under the “human” philosophical orientation (73%). Those with this 
orientation “determine the worthiness of an activity in terms of its effect on specific 
other people and its impact on the quality of the relationship he or she has with specific 
others” (McKee et al., 2008, p. 101). The female-to-male participant ratio was 98 
(58%):72 (42%) in this orientation. For those participants who scored only in the human 
value, the average age was 25. The identification of race/ethnicity mirrored that of the 
overall population. The overwhelming majority are not married (86%), however the 
majority had children (82%).  Nearly all participants indicated English as their first 
language (96%) and almost 80% (134 participants) were not Business majors. 
 
Intellectual orientation was ranked next with 46 participants (19%) scoring in that value.  
Those with an intellectual orientation “determine the worthiness of an activity in terms of 
its conceptual contribution to understanding something” (McKee et al., 2008, p. 101).  
For those participants who scored only in the intellectual value, the average age was 22. 
The identification of race/ethnicity basically mirrored that of the overall population. The 
overwhelming majority are not married (91%), however the majority had children (84%). 
The female to male participant ratio was 11 (26%):32 (74%). Most participants indicted 
English as their first language (84%) and 81% (35 participants) were not Business 
majors.  
 
The third value had 27 participants (11%) scoring in the pragmatic orientation. 
Pragmatists “determine the worthiness of an activity in terms of its utility in helping 
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achieve desired ends” (McKee et al., 2008, p. 101).  For those participants who scored 
only in the pragmatic value, the average age was also 25. The identification of 
race/ethnicity mirrored that of the overall population.  The overwhelming majority are not 
married (87%), however, 65% participants reported that they had children.  The female-
to-male participant ratio was nearly equal 11:12. Many of the participants indicated 
English as their first language (83%) and 70% (16 participants) were not Business 
majors. 
 
There were 6 participants (3 female and 3 male) who had two (or more) equal values.  
Ironically, the human orientation was present in each of the scores. These 6 participants 
were all white, ages ranging from 18 to 29. All of them plan to earn a Bachelor’s degree, 
all indicated that English was their first language and none of them are married; only 1 
participant had children.   
 
Chi-squared tests were performed on a number of combinations of variables with no 
statistical significance.  To continue with the analysis, when the age of the population 
was reduced to under 30 years, there were 200 participants analyzed.  Ironically, the 
same distribution was among the total population. The majority (146 participants) 
scored under the “human” philosophical orientation (73%) – the same as the total 
population with all ages included. The new intellectual orientation was ranked next with 
37 participants (18.5%) scoring in that value – again, the same as the total population.  
And in line with the total population, 23 participants (11.5%) scoring in the pragmatic 
orientation. The same 6 participants (3 female and 3 male) had two (or more) equal 
values. Once again, the human orientation was present in each of the scores. These 6 
participants were all white, ages ranging from 18 to 29. All of them plan to earn a 
Bachelor’s degree, all indicated that English was their first language and none of them 
are married; only 1 participant had children.   
 
When comparing female and male philosophical orientations to the initial general 
population of 242, the results were all in line to the same distribution among the 3 
values. However, when comparing females under the age of 30 to the all-inclusive 
population, results exhibited a reduction in the score.  While 73% of the total population 
scored in the “human” orientation, there were 65.7% of these younger females who 
scored in this value. The majority of that difference was seen in the increase in 
intellectual value.  These female participants scored an “intellectual” orientation of 
24.2%, as compared to 19% of the total population, but followed the same ranking in 
orientations – human, intellectual, and pragmatic.      
 
There were two hypotheses within this study. The first was to determine whether or not 
there was a difference in gender, indicating that females have a predominantly 
humanistic philosophical orientation. This hypothesis was supported. While the total 
population including both females and males scored significantly higher in the “human” 
value, the females within the same population scored 69%.  Females under 30 had two-
thirds score within that value (about 10% less than the total population), scoring 65.7%.  
As a side note, nearly one-quarter of the younger female population scored in the 
“intellectual” value, following the same overall ranking order among the 3 orientations.   
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The second hypothesis was to determine whether or not a particular student major 
correlated with one of the three values. The second hypothesis: Commerce (Business) 
majors have a predominantly pragmatic philosophical orientation, was not supported.  
Values were ranked similarly to that of the general population of 242 participants:  
Human (76%), Intellectual (16%), and Pragmatic (10%). However, when breaking down 
the Commerce population between genders, results were interesting. The male 
population followed the same ranking among the three orientations, but there were more 
participants who scored higher within the intellectual value and less in the pragmatic 
value:  Human (69%), Intellectual (23%), and Pragmatic (4%).  Ironically, the female 
population ranked the human value the highest (76%), but the pragmatic value ranked 
second (16%).  These results are different from not only the males in Commerce, but 
also the entire population as well as other combinations of variables analyzed. The 
intellectual orientation scored 8%. Among this female population, all but two participants 
were under 30 years of age.  One participant was 39 years old; the other is 44.  Females 
under 30 who declared Commerce as their major were the unique group in their overall 
ranking among the 3 orientations, which was human, pragmatic, and intellectual.   
 
After scrutinizing several groupings of variables against each of the 3 philosophical 
orientations, this re-ordering of orientations within the Commerce majors who were 
females was the only combination that scored against the population’s ranking.  An 
example of a pragmatic behavior in a business sense is performing a cost benefit 
analysis, looking at the value and comparing it to the desired outcome.   
 
Discussion 
Human, Intellectual and Pragmatic Philosophical Orientations  
According to Boyatzis, Murphy, and Wheeler (2000), “rationalism” was the root of the 
intellectual operating philosophy. It ultimately was an attempt to understand the 
workings of the world by creating a vision and understanding how it operates. Individuals 
who function under this operating philosophy emphasize logic and an intellectual 
strength, using reason as the basis of their decision-making process. The significance in 
using reason as the substance behind the decision (data, laws, principles, etc.) can 
outweigh the outcome of the decision.   
 
Boyatzis, Murphy, and Wheeler (2000) discuss the human operating philosophy and how 
it developed from communitarianism theories, which stress personal relationships to be 
the primary significance of life and valuing traits such as consistency and loyalty.  Some 
cultures promote friends and close family as more significant than having relationships 
with people outside of those circles.   
 
Moreover, Boyatzis, Murphy, and Wheeler (2000) construct the pragmatic operating 
philosophy as a compilation of the following philosophies:   pragmatism, 
consequentialism, instrumentalism, and utilitarianism.  Individuals with this philosophy 
are self-determined and prefer to measure the details within the situation, that is, they 
not only try to maximize their results, they measure the amount of effort relative to the 
outcome to determine its value.   
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Limitations 
There are three limitations within this study. First, the study was conducted only on 
college campuses in a particular region and did not include others within the general 
population. The sample population consisted of students, faculty, and staff already a 
part of the campus life.  Second, while the demographics of participants within the study 
contained some demographic diversity, participants were primarily white, undergraduate 
students. There were no significant outliers within the socioeconomic demographic 
which may not be generalizable to the greater population. Third, the demographic 
questions did not break down majors. It only identified whether or not participants were 
or were not Business majors. However, this third limitation is moot based on the results 
of the study. Future studies could include various samples from the greater population 
and could include career choices. 
 
Impact of Results and Future Research 
While the impact of this study is mostly relevant to educators for classroom use (in that 
the majority of students today value the humanistic philosophical orientation), educators 
should be aware of the other values and ensure they are included or considered 
throughout the learning experience. Moreover, while there were no significant 
differences between genders: female undergraduate students who declared Commerce 
(Business) as their major reversed the ranking order of philosophical orientations as 
compared both the general population as well as the male Commerce population of their 
ranking within these three values. While the human value was the dominant, 16% were 
pragmatic, and none of them scored in multiple categories. Future research would 
benefit from studying the values of working professionals, comparing those in the 
marketplace and those in other areas. It would be interesting to see whether values 
change over time, and if so, whether it based on the environment or another motivating 
factor. 
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                                     Abstract 
Robert K. Greenleaf’s servant leadership has become an attractive approach for morally-
motivated leaders. However, paradoxes found in servant leadership have the potential to 
create confusion among those individuals interested in its practice. To assist prospective 
leaders in deciding upon whether to follow the concepts of servant leadership, an 
exhaustive literature review was conducted by the researcher to find and code 
definitions from servant leadership-related writings. The results from the initial coding 
phase were the following themes: Personal Growth, Development, and Empowerment of 
Employees; Spiritual, Affirmational, and Ethically-Minded Approach toward Employees; 
Steward Dedicated to Service of Community and Placing Others First; and Traits-Based 
Leadership. The second round of selective coding yielded Repetitively Embracing 
Personal Sacrifice as its core theme. Three questions that arose from this specified 
theme were, “Am I willing to embrace personal sacrifice on a continual basis to practice 
servant leadership?  If so, how do I stay motivated to sustain the concept of putting 
others first?  If not, is there a way to negotiate an understanding where employees are 
supported in the leadership approach/style I feel most comfortable using?” These self-
assessing questions were recommended for connecting Greenleaf’s (1977) questions-
based logic on the practice of servant leadership between his call to service and the final 
decision of becoming a servant leader.  
     
Introduction 
Servant leadership theory is well known for its selfless approach to managing others. In 
describing what a servant leader should embody, Robert K. Greenleaf (1977) put forth 
the image of moral individuals whose main purpose was to act as a resource for their 
respective employees, nurturing their abilities for the greater good of the organization. 
The attributes linked to this brand of leadership include being empathetic and accepting 
of other people, administering healing to strained relationships, promoting accountability 
beyond organizational walls for the common good of society, and using persuasive 
measures that appeal to one’s sense of decency (Spears, 1998).  For loyal practitioners, 
these affirmations make servant leadership an attractive alternative to authoritative, top-
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down management styles. Similarly, servant leadership draws strong parallels to 
religious figures such as Jesus Christ and St. Paul, attracting individuals searching for a 
morally-just leadership approach (Agosto, 2005).   
 
While servant leadership has wide-ranging appeal, issues on its applicability in real world 
scenarios remains a source of curiosity. Select scholars have concluded that servant 
leadership is more philosophy than a techniques-driven leadership model (Prosser, 
2010a).  Servant leadership is an attitude consisting of intangible qualities that are 
consciously chosen and incorporated into one’s personality (Sendjaya, 2010).  The 
nondescript nature of the servant leadership approach leads to numerous questions on 
how to harness these characteristics into a systematic and conceptual method for 
practicing leadership. As highlighted by Prosser (2010b):  
 
How can the absence of a simple definition of servant leadership, and the intentional 
lack of a formulaic set of rules, be reconciled with a leader’s need to appreciate fully 
how the (servant leadership) concept can be applied within their organizations? (p. 
25) 
 
Contrary perceptions that have been posed regarding servant leadership range from its 
purported aversion to authoritative power to its lopsided emphasis on employee needs 
over that of stakeholders (McCrimmon, 2010). As countered by Autry (2004), the 
confusion between being a supportive servant leader and exercising authority in the form 
of taking stern measures with an employee does not contradict the approach as servant 
leaders are still expected to perform necessary duties.  It is from the self-perceived 
paradox of servant leadership that practitioners might show hesitancy in enacting this 
approach. Whereas establishing servant leadership as a refined method as opposed to 
an abstract behavioral set is beyond the scope of this paper, generating questions for 
individuals to assess and reflect upon their commitment to servant leadership ideals is 
within reason.                
 
Purpose of Paper 
The purpose of this paper is to analyze definitions associated with servant leadership, 
identifying the core theme found across these descriptions to create a series of 
questions for potential servant leaders to weigh upon before committing themselves to 
servant leadership. In turn, this paper aims to create a precursor to Greenleaf’s 
questions-based logic on the practice of servant leadership from his foundational work, 
The Servant as Leader.   
 
Processing Greenleaf’s Servant Leadership  
Robert K. Greenleaf’s personal definition of servant leadership remains the standard for 
understanding the approach he brought into prominence, having been quoted by 
numerous servant leadership scholars such as Spears (1998) and Sipe and Frick 
(2009). According to Greenleaf (1977): 
 
(Servant leadership) begins with the natural feeling that one wants to serve, to serve 
first.  Then conscious choice brings one to aspire to lead…The difference manifests 
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itself in the care taken by the servant-first to make sure that other people’s highest 
priority needs are being served (p.13).  
 
Greenleaf’s initial response of what servant leadership entails has been expanded upon 
by subsequent authors. Noted servant leadership scholar Larry C. Spears (1995) wrote 
of servant leadership: it “attempts to simultaneously enhance the personal growth of 
workers and improve the quality and caring of our many institutions through a 
combination of teamwork and community, personal involvement in decision-making, and 
ethical and caring behavior” (p. 2). Faith-based servant leadership practitioner and 
situational leadership originator Ken Blanchard (2003) contributed a more transcendent 
outlook, saying that “servant leadership starts with a vision and ends with a servant 
heart that helps people live according to that vision” (Blanchard & Hodges, 2003, 
p.122). For researchers like Patterson (2010), qualities such as love best define servant 
leadership as this specific act drives the leader to be a guiding force for good. Despite 
the individual categorizations of Greenleaf’s servant leadership, there is an ethical 
element that is inherent in each account, pointing leaders to their main calling ― to 
assist and care for those around them (Peck, 1995). 
 
Being a resource for others is integral to Greenleaf’s brand of servant leadership. To 
accomplish this feat, he devised a series of questions that operated as an internal 
checklist meant to align servant leaders with the servant-first approach. One must ask, 
“Do those served grow as persons? Do they, while being served, become healthier, 
wiser, freer, more autonomous, more likely themselves to become servants? And, what 
is the effect on the least privileged in society: will they benefit, or, at least, not be further 
deprived?” (Greenleaf, 1977, pp.13-14). This question-based approach provides the 
servant leader with a qualitative outlet to assess the treatment of employees, offering a 
practical form within which to probe the conscious and unintentional motives attached to 
the act. 
 
Assessing servant leadership is not a new venture. The development of quantitative 
instruments for measuring prevailing qualities found in servant leadership may be traced 
to Laub’s (1999) Servant Organizational Leadership Assessment (SOLA) Instrument that 
uncovered six groupings linked to servant leadership behavior: “values people, develops 
people, builds community, displays authenticity, provides leadership and shares 
leadership” (p. 66).  Successive instruments have contributed to defining those traits 
servant leaders prioritize as being vital to the servant leadership paradigm (van 
Dierendonck, 2011), augmenting previous characteristics established in the primary 
literature. While useful in formalizing servant leadership, these quantitative instruments 
explicitly concern themselves with uncovering servant leader attributes found within 
organizations. They do not necessarily encourage introspection from leaders exploring 
servant leadership’s applicability within their own situation or the intangible spirit of 
servant leadership similar to Greenleaf’s (1977) inquiry. 
 
Recurring Themes from Perceptions on Servant Leadership 
After conducting a review of literature ranging from peer-reviewed journal articles to 
books on, or addressing, servant leadership, numerous repetitive themes were found 
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within the collected writings.  Segments of the works were abstracted during an initial 
coding phase for comparison analysis as performed in qualitative research (Saldana, 
2009).  Four categorical themes were then generated from the chosen segments and 
divided into their respective groups with several texts appearing in multiple categories. 
Those categories were as follows: Personal Growth, Development, and Empowerment of 
Employees; Spiritual, Affirmational, and Ethically-Minded Approach toward Employees; 
Steward Dedicated to Service of Community and Placing Others First; and Traits-Based 
Leadership. A second round of analysis known as selective coding was implemented on 
the uncovered themes.  In selective coding, categorical themes are examined with the 
purpose of identifying the relational element central to the expressions (Strauss, 1987). 
The core categorical theme, Repetitively Embracing Personal Sacrifice, served as an 
outline for creating 3 questions to be used in conjuncture with Greenleaf’s (1977) 
questions for the servant leader. 
 
Personal Growth, Development, and Empowerment of Employees 
Making a concerted effort towards energizing employees in their work and subsequent 
careers was a significant theme for servant leadership authors. Influenced by 
Greenleaf’s (1977) concept of cultivating employee talents, numerous articles pointed to 
actively taking interest in the personal growth and development of others as essential to 
the servant leadership approach (McGee-Cooper & Trammell, 1995; McCollum, 1998; 
Russell & Stone, 2002; Wong & Page, 2003; Smith, Montagno & Kuzmenko, 2004; van 
Dierendonck & Rook, 2010; Savage-Austin & Honeycutt, 2011). Servant leaders are 
personally compelled to accept the call for supporting those under their leadership, 
making certain that they are dedicated to their employees’ growth (McGee-Cooper & 
Trammell, 2001). To accomplish this feat, leaders must also boost their own efforts at 
work so as to inspire others to act in a similar fashion (Blanchard, 2002). This focus on 
employee development must be approached with sensitivity as the well-intentioned 
leader might inadvertently become an obstacle to the very growth they are looking to 
nurture (Autry, 2004). If accomplished through selfless means, personal development 
would cultivate highly-skilled workers who would effectively apply their advanced 
knowledge to their particular organizations (Russell & Stone, 2002; Wong & Page, 2003; 
Ebner & O’Connell, 2010).  An unencumbered workforce that is permitted to exceed 
expectations can serve as a catalyst for positive change, improving the output of the 
organization (De Graaf, Tilley, & Neal, 2004). 
 
Empowerment was another key word used to describe servant leadership. The act of 
empowering was often depicted as the willingness to give of oneself, including imparting 
insights and talents to employees for the purpose of preparing them for decision-making 
activities (Lore, 1998; Spears, 2010). This inclusiveness is expected to support various 
actions such as collaborative listening, acknowledging the validity of other people’s 
insights, and promoting resourcefulness among individual workers (Block, 2011; 
Bachelder, 2015).  Successively, empowered individuals may exceed projected goals 
while leadership fulfills their commitment to producing a virtuous work environment 
(Blanchard, 1998; Farling, Stone & Winston, 1999). 
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Spiritual, Affirmational, and Ethically-Inclined Leadership 
Altruistic ideals frequently associated with being a moral individual constituted a 
sizeable portion of the servant leadership literature reviewed. From this perspective, 
servant leadership is illustrated as a method that transcends the organizational self, 
demanding that leaders examine their own inner lives so as to discover what they truly 
stand for as human beings while encouraging others under their care to do the same 
(Wheatley, 2004).  Part of this recognition is seeing that human dignity is a spiritual gift 
that all of humanity shares in and celebrates through acts of compassion (Ferch, 2004). 
Through this self-renewal process, the servant leader champions acts that endorse the 
common good, using their authority in a genuine manner that heals mishaps caused by 
disruptive leadership practices (Page & Wong, 2000; Ferch, 2011).  A perceivable 
consequence of transparent ethical leadership is influencing employees to be morally 
responsible as their actions can directly affect the institution (Graham, 1995).  
  
Servant leadership as a spiritual, affirmational, and ethically-inclined leadership model 
derives from the notion that an authentic leader is one who is secure in his or her 
beliefs, willing to exercise those principles even in the face of adversity (Rinehart, 1998).  
Tying into this understanding of servant leaders as positive guiding forces is research 
that confirms servant leadership’s inclination towards being altruistic stewards who 
display empathy, wisdom, and logic that support continual progress (Barbuto & Wheeler, 
2006). These attributes are second nature to the servant leader whose spiritual life is 
centered on loving others through supportive measures (Patterson, 2010). In sum, 
servant leadership is an organic exchange between leader and group, where those being 
led openly choose to follow a leader based on the values he or she espouses (Fryar, 
2001). 
 
Steward Dedicated to Serving Community and Placing Others First 
The analogous interplay of servant leadership and stewardship was noted in several 
leadership texts. Servant leaders, according to authors Peter Senge (1990) and Stone, 
Russell, and Patterson (2003) are stewards who care for their employees’ welfare by 
supplying resources, advisement, and encouragement with the intent of fulfilling a 
collective institutional vision. Greenleaf-inspired author Max Dupree (1989) expanded on 
the role of stewardship, proclaiming that leaders have an obligation to their companies, 
its workers, and those who will eventually become part of the institution, weighing these 
factors before pursuing managerial actions. Concerning one’s self with this community of 
people remains pivotal not only for organizational success, but for a higher normative 
purpose actively sought by servant leaders. Without a concerted effort towards nurturing 
a community-first atmosphere, individuals might have to revisit their original calling to 
servant leadership (Peck, 1995).   
 
To serve a given community, the leader must be contextually aware of the moral 
character in which the group has been a part of and presently adheres to, always looking 
to strengthen positive relational bonds among members (Chamberlain, 1995). Listening 
to others, irrespective of their status, within an organization is paramount for fortifying 
these bonds as it illustrates leadership’s interest in the individual contributing to the 
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communal identity (Maxwell, 2007).  Culpability is increased as individual needs are 
being attended to through these exchanges (Block, 2013).   
 
Filtering the servant/steward leadership style down to its essence is placing others first.  
The decision to consider others and their needs before one’s own epitomizes servant 
leadership, facilitating a culture of open-mindedness and tolerance (Belton, 2016). This 
reinvigorated setting allows servant leaders to freely share their principles with 
employees who, in turn, may practice the selfsame principles in their own lives 
(Sergiovanni, 2006). The cyclical spirit of service holds the power to challenge, influence, 
and change societal norms in an affirmative light (Spears, 2011). Firming up the selfless 
leader for good is Whetstone (2002), stating: 
 
The servant leader focuses on himself as a person and how he can beneficially serve 
others, whom he values for their dignity as persons, helping them to exercise freely 
their personal subjectivity and autonomy in a morally responsible manner. He seeks 
to build true community, on involving full participation and solidarity (p. 390). 
 
Traits-Based Leadership 
Characteristics attributed to leadership were frequently used to formalize the servant 
leadership approach. The most widely-known contribution in this regard was Spears’s 
(1995) Ten Characteristics of the Servant-Leader that lists “Listening, Empathy, Healing, 
Awareness, Persuasion, Conceptualization, Foresight, Stewardship, Commitment to the 
growth of people, and Building community” as fundamental in conceptualizing servant 
leadership (pp. 4-7). While Spears (1995) acknowledges that his 10 characteristics “are 
by no means exhaustive” (p. 7), comparable assumptions on how certain traits ultimately 
define servant leadership have followed along similar lines. One such example is 
humility. The servant leader is synonymous with being a humble individual who does not 
heavily engage in personal accolades but redirects that energy to assist employees 
(Bachelder, 2015). A key trait of this humble leadership is the ability to keep one’s ego in 
check for the sake of preserving quality relationship (Ferch, 2004). Humility is an 
attribute we are all capable of and one that requires a thoughtful presence starting from 
within us (van Dierendonck & Patterson, 2015). Being humble is a challenging but 
necessary leadership task for acknowledging and contemplating others’ insights and 
perspectives even if they are divergent from one’s own ideas or beliefs.   
 
Drawing on traits to depict servant leadership was used by almost all of the explanations 
reviewed. The works coded under this theme were of those that specifically highlighted 
an attribute or two as essential to comprehending servant leadership. Traits that were 
overtly used in explaining servant leadership included the acceptance and use of power 
in a constructive manner (Showkeir, 2002), love and its redeeming quality (Patterson, 
2003; Patterson; 2010), carefully listening to others (Chamberlain, 1995 & Bachelder, 
2015), the overwhelmingly selfless and meaningful act of forgiving others (Ferch, 2004; 
Ferch, 2008), and pursuing and nurturing wisdom for inspired leading (Lopez, 2012). 
Succinct but powerful in their own right, listing traits for servant leadership serves the 
dual purpose for informing and touching upon the moralistic behaviors expected through 
Greenleaf’s collective treatises.  
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Repetitively Embracing Personal Sacrifice 
The categorical themes from the coded servant leadership texts were condensed into a 
central theme that could be considered relational to each one. Taking into account the 
behaviors associated with servant leadership ― such as selflessly giving of one’s self for 
others to grow, adopting the role of steward who nourishes a sense of community, and 
the moralistic individual whose humility inspires those around them to follow suit ― the 
theme that seemed to logically precede the actions of servant leadership during 
Greenleaf’s (1977) initial call to serve as leader was whether one could repetitively 
embrace personal sacrifice to enact the concepts and traits associated with servant 
leadership itself.   
 
Sacrifice, as defined by Halbertal (2012/2015), “refers to giving up a vital interest for a 
higher cause. Someone may sacrifice his property, comfort, limb, or even life for his 
children, country, or in order to fulfill an obligation” (p. 1). Though a servant leader will 
almost undoubtedly not be called to offer up his or her life, a leader will indeed be called 
to give expertise as well as emotional and intellectual support without reserve towards 
employee growth.  In Greenleaf’s (1977) original steps, the individual’s desire to serve 
guides them to automatically choosing servant leadership where they begin the recurring 
“healthier, wiser, freer, more autonomous” dialogue on employee interactions (p. 13). 
However, the linchpin linking the desire to serve and the actual decision to serve others 
in the servant leadership framework is sustainability.   
 
In this case, sustainability comes in the form of a self-assessment where prospective 
leaders are asked if they have the wherewithal to repetitively embrace personal sacrifice. 
The servant leader would be granting employees a considerable amount of time that 
could be used for their own positioning and/or personal development. Thus, before 
placing employee needs as the primary focus, a leader would have to honestly ask, “Am I 
willing to embrace personal sacrifice on a continual basis to practice servant leadership?  
If so, how do I stay motivated to sustain the concept of putting others first?  If not, is 
there a way to negotiate an understanding where employees are supported in the 
leadership approach/style I feel most comfortable using? This line of questioning has the 
potential to prepare leaders for executing Greenleaf’s (1977) prompts on serving others 
with improved commitment and resolve.  
 
Commitment in Light of Greenleaf’s Questions-Based Logic  
Greenleaf’s (1977) questions-based logic on how a leader should develop employees 
undergirds servant leadership practice to its core. The cyclical nature of these inquires 
reminds leadership that questions must continually be asked as situations and people 
change over time. To further formalize the concepts developed in this paper, the 
following model has been created to provide a step-by-step account on its overall 
implementation: 
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Figure 1. Application of the Pre-Committal Questions to Greenleaf’s Questions-Based 
Logic. 
 
 
Greenleaf (1977) Who is the Servant Leader? Pre-Committal Questions 
1) “It begins with the natural feeling that 
one wants to serve, to serve first” (p.13) 
 
 2) “Am I willing to embrace personal sacrifice 
on a continual basis to practice servant 
leadership?” 
 3) “If so, how do I stay motivated to sustain 
the concept of putting others first?”  
 4) “If not, is there a way to negotiate an 
understanding where employees are 
supported in the leadership approach/style I 
feel most comfortable using?” 
5) If willing to embrace, “Then conscious 
choice brings one to aspire to lead (as a 
servant leader” (p. 13) 
 
6) “Do those served grow as persons?” (p. 13)  
7) “Do they, while being served, become 
healthier, wiser, freer, more 
autonomous…etc.?” (pp. 13-14) 
 
 
Summary of Findings/Conclusions 
After investigating the various definitions authors used to convey the servant leadership 
theory, it became increasingly evident that recurrent themes could be found across the 
literature and that most of the groupings intertwined to the point where some of them 
were interchangeable. The intersecting themes discovered in the initial coding phase 
(Personal Growth, Development, and Empowerment of Employees; Spiritual, 
Affirmational, and Ethically-Minded Approach toward Employees; Steward Dedicated to 
Service of Community and Placing Others First; and Traits-Based Leadership) gave way to 
forming the central theme of Repetitively Embracing Personal Sacrifice. From this core 
theme, three questions for potential servant leaders to weigh upon before committing 
themselves to servant leadership were introduced: 
 Am I willing to embrace personal sacrifice on a continual basis to practice servant 
leadership?   
 If so, how do I stay motivated to sustain the concept of putting others first?  
 If not, is there a way to negotiate an understanding where employees are 
supported in the leadership approach/style I feel most comfortable using? 
 
These self-assessing questions were used to connect Greenleaf’s (1977) call to serve 
and the final decision of becoming a servant leader. 
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Servant leadership is not an exact science nor was it ever promoted as such by 
Greenleaf in his numerous writings. With that said, as servant leadership continues its 
upward climb in popularity and practice, providing theoretical and contextual breadth for 
comprehending servant leadership theory becomes vital for its general applicability. The 
proposed questions on whether one should personally commit to the servant leadership 
approach puts a necessary structure in place for scrutinizing servant leadership theory 
against in a systematic and consistent manner.  
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Appendix A 
Table of Coded Servant Leadership Groupings from Texts 
 
Personal Growth, Development, and Empowerment of Employees 
Graham, 1995; McGee-Cooper & Trammell, 1995; Spears, 1995; Graham, 1998; Lore, 
1998; McCollum, 1998; Farling, Stone & Winston, 1999; Blanchard, 2001; McGee-
Cooper & Trammell, 2001; Blanchard, 2002; McGee-Cooper & Trammell, 2002; Russell 
& Stone, 2002; Stone, Russell & Patterson, 2003; Wong & Page, 2003; Autry, 2004; 
Carver, 2004; De Graaf, Tilley & Neal, 2004; Smith, Montagno & Kuzmenko, 2004; Sipe 
& Frick, 2009; Ebener & O’Connell, 2010; Spears, 2010; van Dierendonck & Rook, 
2010; Block, 2011; Ferch, 2011; Savage-Austin & Honeycutt, 2011; Block, 2013; 
Bachelder, 2015. 
Spiritual, Affirmational and Ethically-Inclined Leadership 
Graham, 1995; Peck, 1995; Senge, 1995; Spears, 1995; Rinehart, 1998; Schuster, 
1998; Page & Wong, 2000; Autry, 2001; Fryar, 2001; Dupree, 2002; Freeman, Isaksen 
& Dorval, 2002; Jones, 2002; Wheatley, 2002; Whetstone, 2002; Blanchard & Hodges, 
2003; Patterson, 2003; Ferch, 2004; Wheatley, 2004; Wheatley, 2005; Barbuto & 
Wheeler, 2006; Sergiovanni, 2006; Blanchard & Hodges, 2008; Ferch, 2008; Sipe & 
Frick, 2009; Ferch, 2010; Patterson, 2010; Rinehart, 1998; Sendjaya, 2010; Autry, 
2011; Ferch, 2011; Lopez, 2012; van Dierendonck & Patterson, 2015. 
Steward Dedicated to Serving Community and Placing Others First 
Dupree, 1989; Senge, 1990; Chamberlain, 1995; McGee-Cooper & Trammell, 1995; 
Peck, 1995; Spears, 1995; Tarr, 1995; Tatuna, 1995; Vanourek, 1995; Jeffries, 1998; 
Laub, 1999; Dupree, 2002; Sendjaya & Sarros, 2002; Whetston, 2003; Blanchard & 
Hodges, 2003; Stone, Russell & Patterson, 2003; De Graaf, Tilley & Neal, 2004; Barbuto 
& Wheeler, 2006; Maxwell, 2007; Sergiovanni, 2006; Blanchard & Hodges, 2008; Sipe 
& Frick, 2009; Laub, 2010; Spears, 2010; van Dierendonck & Rook, 2010; Spears, 
2011; Keith, 2012, Block, 2013; Bachelder, 2015, Belton, 2016. 
Traits-Based Leadership 
Chamberlain, 1995; Spears, 1995; Bausch, 1998; Farling, Stone, & Winston, 1999; 
Stone & Winston, 1999; Vanourek, 1995; Autry, 2001; Braye, 2002; Dupree, 2002; 
Freeman, Isaksen & Dorval, 2002; McGee-Cooper & Trammell, 2002;  Mercedes-Smith & 
Farnsworth, 2002; Showkeir, 2002; Whetstone, 2002; Zohar, 2002; Blanchard & 
Hodges, 2003; Ferch, 2004; Barbuto & Wheeler, 2006; Maxwell, 2007; Blanchard & 
Hodges, 2008; Ferch, 2008; Jackson, 2008; Sipe & Frick, 2009; Ebener & O’Connell, 
2010; Ferch, 2010; Spears, 2010; van Dierendonck & Rook, 2010; Ferch, 2011; Ferch, 
2011; Hayes & Comer, 2012; Lopez, 2012; Block, 2013; Bachelder, 2015, van 
Dierendonck & Patterson, 2015; Belton 2016. 
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When Leadership Leads to Loathing: The 
Effect of Culturally (In)Congruent 
Leadership on Employee Contempt and 
Voluntary Work Behaviors 
 
 
                                   Abstract 
This article suggests that contempt ― a proclivity towards 
loathing others ― as an emotional response, can arise as a 
consequence of culturally incongruent leadership, i.e. leader 
behaviors and actions that do not comply with follower-held, 
culturally derived expectations and values. Outcomes of 
contempt were also studied by hypothesizing that contempt, 
when experienced in response to a situation of culturally 
incongruent leadership, can cause followers to reduce their 
display of organizational citizenship behaviors (OCB) while 
engaging in deviant behaviors. The model was tested in a 
sample of 348 follower-level employees using structural 
equation modeling. Empirical results largely support 
theoretical hypotheses. Culturally congruent leadership was 
negatively related to contempt, while contempt was positively 
related to deviant behaviors and negatively related to OCB. 
The results contribute to the understudied field of contempt 
research, and suggest that leaders faced with cultural diversity 
may be well advised to adapt their behaviors to the local 
cultural values to stimulate follower OCB rather than deviance.  
 
Introduction 
Emotions are everywhere in organizations – in leader-follower relationships, in teams, 
and between colleagues (Barsade & Gibson, 2007). Over the past 20 years, 
organizational scholars have increasingly recognized the importance of understanding 
how emotions affect organizational behaviors (Ashkanasy et al., 2017). Positive 
emotions ― such as joy and gratitude ― are generally viewed as having positive effects 
on performance at both individual, group, and organizational levels, while negative 
emotions ― such as anger, fear and shame ― are largely associated with negative 
behaviors (Barsade & Gilson, 2007). Thus, understanding and managing the events 
where emotions may arise is relevant to effective organizational functioning.  
 
This article focuses on one such event ― culturally congruent leadership (CCL). Research 
that views leadership through the lens of culture has resulted in detailed knowledge 
about the characteristics of leadership styles in different countries (e.g., Hofstede, 
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1980). The underlying logic of this research stream is that leading in accordance with 
important follower-held and culturally derived values is effective, and this is what we 
refer to as CCL. An example: On the basis of cultural idiosyncrasies, the typical 
leadership style in Germany is quite different from the typical leadership style in Italy. If a 
German leader wants to be effective in Italy, he/she will likely have to adapt behaviors 
and actions to the local expectations to leaders, thus displaying culturally congruent 
leadership. This view on leadership suggests an adjustment from the one-size-fits-all, 
universal solutions that have dominated the leadership literature (e.g., R. House, 
Javidan, Hanges, & Dorfman, 2002; Javidan, Dorfman, de Luque, & House, 2006). The 
CCL literature builds on research on value congruence, which provides empirical and 
theoretical links to a range of positive outcomes (e.g., O'Reilly & Chatman, 1986; Ostroff, 
Shin, & Kinicki, 2005). However, relatively little, if any, research has documented 
emotional outcomes of CCL. Thus, little is known about the emotional experience of CCL 
at the level of individual employees: What does the employee feel when faced with a 
leader who acts in a way that conflicts with culturally derived values that the employee 
holds dear ― and what does he/she feel if the leader’s behaviors mirror important 
values? And of equal importance: What behaviors will the employee display in such 
situations?  
 
In the present article, we deal with this question by focusing on the discrete, negative 
emotion contempt. This emotion remains under-studied within emotion research, with 
very few articles to date examining its effects on leadership processes or organizational 
behavior. Noting the lack of research on contempt, Pelzer (2005, p. 1219) compares the 
study on this emotion as taking “a glimpse into the bottomless pit of human emotion.” 
However, keeping in mind the view on negative emotions as adverse for effective 
organizational functioning, a better understanding of the behavioral implications of 
contempt is arguably important. On this background, the present article argues that 
contempt is a likely outcome of culturally incongruent leadership. We build and test a 
model, illustrated in Figure 1, depicting a direct relationship between contempt and two 
types of voluntary organizational behavior: Organizational citizenship behavior (OCB) and 
employee deviance. Our results indicate that cultural congruence in leadership may 
ultimately cause followers to ramp up their display of OCB while holding back on their 
display of deviant behaviors. Thus, the proposed model makes several theoretical and 
practical contributions. First, it adds to the contempt literature by exploring some 
behavioral consequences of this emotion. Second, it contributes to theory on emotions in 
organizations by examining how events of culturally congruent or incongruent leadership 
can trigger contempt and subsequent voluntary organizational behaviors of different 
valences. In doing so, it answers recent calls for more research on the link between 
negative emotions, employee proactivity, and destructive outcomes (Lebel, 2017). This 
has important practical implications for leaders faced with cultural diversity among their 
subordinates, as failure to lead in accordance with their values ultimately may lead to 
deviance. Third, the article adds to the literature on culturally congruent leadership by 
exploring the emotional side of such leadership.  
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Contempt, Culturally Congruent Leadership, and Voluntary Work 
Behaviors: A Short Review of the Extant Literature 
Emotions in the Workplace 
The “affective revolution” in organizational behavior, a term coined by Barsade et al. 
(2003:3), has arguably permeated also the study of leadership. Theories like 
transformational leadership, charismatic leadership, and leader-member exchange 
recognize the impact of emotions on the leadership process (Gooty, Connelly, Griffith, & 
Gupta, 2010). This mirrors a broader tendency where interest in preferred leadership 
styles has shifted away from the traditional view on the leader as an almost heroic figure 
concerned with hierarchy, toward a leader increasingly focused on relational sensitivity 
(Cunliffe & Eriksen, 2011; Glasø & Einarsen, 2006). Emotions are increasingly viewed as 
functional and adaptively useful (Frijda, 2000; Niedenthal & Brauer, 2012). For example, 
the concept of emotional intelligence has gained enormous researcher attention since 
the 1990s.  Although debated, the idea that some people have the skill or ability to 
understand and manage own and others’ emotions and can use this for adaptive 
purposes (e.g., Goleman, 1995; Joseph & Newman, 2010; Locke, 2005; Mayer & Geher, 
1996; Mayer, Salovey, & Caruso, 2008), at the very least indicates the role emotions 
may play in well-functioning leader-follower relationships. Infusing the entire organization 
from top to bottom, emotions may prove to be vital to effective leadership and 
organizational functioning (Ashkanasy, 2003). For example, the emotion happiness has 
been linked to various measures of good organizational functioning, including work 
performance, creativity, turnover intentions, supervisor evaluations, prosocial behaviors, 
and job satisfaction (Lyubomirsky, King, & Diener, 2005), and employee productivity 
(Oswald, Proto & Sgroi, 2015). 
 
While emotions in the workplace is no longer an emerging research field, it is still 
characterized by a relative lack of agreement on how emotions should be defined and 
differentiated from other affective constructs such as moods, affect, and affect-laden 
constructs like job satisfaction (Briner & Kiefer, 2005). Gooty et al. (2010:980) note that 
“In sum, emotions are transient, intense reactions to an event, person or entity,” thereby 
setting emotions apart from these other constructs that tend to be of a longer-lasting 
nature. Emotions are believed to involve several different components (Briner & Kiefer, 
2005; Weiss & Cropanzano, 1996), and this provides some insight into how emotions 
are elicited and why. Emotions have a cognitive component (e.g., Lazarus, 1991a; 
Roseman & Evdokas, 2004; Scherer, 2001), which means they result from cognitive 
appraisals of person-environment relationships. Emotions are generated if this 
relationship has significance for personal well-being, here viewed as the attainment of 
personal values or goals. If the relationship is characterized by goal or value 
incongruence between the person and the environment, negative emotions will arise. 
Congruence, on the other hand, will result in positive emotions. Thus, it is impossible to 
understand emotions without simultaneously understanding what is personally 
important (Lazarus, 1991a, 1991b). “We don’t become emotional about unimportant 
things, but about values and goals to which we have made a strong commitment” 
(Lazarus, 1991b, p. 819). Most emotion researchers appear to make the assumption 
that discrete emotions have specific action tendencies (Weiss & Cropanzano, 1996), and 
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these tendencies enable the person to adapt to changes in the environment (Briner & 
Kiefer, 2005; Levenson, 1999). In this way, emotions serve to shift behaviors so the 
individual can adjust to the new situation (Weiss & Cropanzano, 1996). Emotions lead to 
different bodily changes and as such have a distinct physiological component (Briner & 
Kiefer, 2005; Frijda, 1993; Scherer, 2001). Emotions also have an important 
communicative and social function as they enable us to let others know how we are 
feeling and how they should respond (Briner & Kiefer, 2005).  
 
Researchers have long tried to categorize emotions in an attempt to guide future 
research efforts, which has led to lists of basic or primary, discrete emotions as well as 
lists of emotion categories or families (e.g., Ekman, 1992; Glasø & Einarsen, 2006; 
Weiss & Cropanzano, 1996), and to the competing view of considering emotions as 
varying along a dimension of intensity (Lazarus, 1991b). There is no shortage in the 
literature of different conceptualizations; the problem is rather one of structure overload, 
as different researchers have created their own categorization systems based on their 
individual research needs (Lazarus, 1991a). Russel (2009, p. 1280) calls this “mini-
theories” of emotions and suggest that this may very well be a viable alternative to one, 
overarching theory of emotion as these mini-theories taken together may supply 
different, but complementary pieces of the larger puzzle. Still, disagreement remains 
regarding the structure of emotions, with some contributions advocating dimensional 
models and others focusing on discrete models (Hutcherson & Gross, 2011). For 
example, anger, disgust, and contempt are negative emotions believed to be associated 
with judgments of the actions and dispositions of others, and can be imagined to be 
either synonyms, partially distinct, or fully distinct from each other (Hutcherson & Gross, 
2011). Indeed, much research has been undertaken to determine if basic, underlying 
emotions can be identified, although agreement still is lacking in terms of a final list of 
such emotions (e.g., Ekman, 1992; Ortony & Turner, 1990). 
 
The affective revolution has not yet permeated the field of cross-cultural leadership 
research. Comparative research on leadership in cross-national settings has devoted 
little attention to the issue of how followers feel during leadership encounters that 
involve leaders with leadership styles that conflict with central follower-held values. 
Looking to the leadership literature, several scholars have pointed at the benefits of 
congruence between leader values and follower values in terms of eliciting supportive 
and positive follower emotions and behaviors (e.g., Ashkanasy & O'Connor, 1997; Brown 
& Trevino, 2009; Foss, Minbaeva, Pedersen, & Reinholt, 2009; Meglino, Ravlin, & 
Adkins, 1989). For example, leader-follower value congruence is associated with 
improved communication, predictability, attraction, and trust (Edwards & Cable, 2009). It 
follows from this that leaders should care about their followers’ value systems, but given 
research noting that leadership is not universal but implies different behaviors and 
expectations in different cultures (Gerstner & Day, 1994; Hofstede, 1980, 2001; R. 
House et al., 2002; R. J. House, Hanges, Javidan, Dorfman, & Gupta, 2004; R. T. House 
& Javidan, 2004), this may be easier said than done. Followers respond differently to 
leadership styles depending on whether or not these styles match culturally contingent 
follower values (Den Hartog, House, Hanges, & Ruiz-Quintanilla, 1999).  It can be derived 
from this that culturally incongruent leadership may trigger follower emotions that are 
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unpleasant for the follower and unproductive for the organization. However, little, if any, 
research has explored which emotions are likely to arise from such leadership, or 
potential outcomes of these emotions such as supportive and destructive behaviors. 
This is the focus of the following explication. 
 
Contempt 
While emotion is maturing as a research field, this development can’t be said to apply to 
the discrete emotion contempt. Pelzer (2005) noted in a review that contempt seems to 
be very much present in organizational practice yet ignored by research.  But interest in 
contempt appears to be growing, and researchers have approached the topic from the 
angle of hostility in social interactions (Fischer & Roseman, 2007), as a moral emotion 
(Haidt, 2003; Hutcherson & Gross, 2011; Mason, 2003; Rozin, Lowery, Imada, & Haidt, 
1999), as an amplifier in moral judgments (Avramova & Inbar, 2013; Horberg, Oveis, & 
Keltner, 2011; Laham, Chopra, Lalljee, & Parkinson, 2010), and as an influence in 
emergent leadership categorization (Melwani, Mueller, & Overbeck, 2012). The majority 
of contempt research has been carried out within psychology, where contempt is often 
envisioned as a basic emotion, indeed going back to the work of Charles Darwin who 
viewed contempt as a universal, primary emotion shared by all societies (Pelzer, 2005). 
Similar views have been asserted by more recent research (e.g. Ekman, 1992; Izard, 
1977), and the apparent universality of contempt hints at the relevance of conducting 
broader and deeper examinations of this emotion than what has been carried out to 
date.  
 
The Cambridge Dictionary defines contempt as “A strong feeling of disliking and having 
no respect for someone or something.” Contempt is often studied alongside another 
negative emotion, anger, as both emotions are common outcomes of negative social 
interactions and reflect a negative evaluation of the other party’s intentions (e.g., Fischer 
& Roseman, 2007; Frijda, Kuipers, & ter Schure, 1989). While believed to arise from 
similar situations, the two emotions are different along important dimensions 
(Hutcherson & Gross, 2011). They have different social functions as they lead to 
different behavioral reactions. Anger promotes approach tendencies (Hutcherson & 
Gross, 2011) and hostile, antagonistic behaviors such as attack, while contempt is 
associated with less confrontational avoidance behaviors such as social exclusion 
(Fischer & Roseman, 2007). Anger is typically a response to immediate social threats, 
while an important function of contempt is to reduce future exposure to harm by 
“marking” and avoiding individuals who based on past experience might be a threat 
(Hutcherson & Gross, 2011). Additionally, contempt is unique because of its diagnostic 
value: it signals the privileged social standing of the holder relative to the target of the 
emotion (Melwani et al., 2012) and can as such trigger prejudice against people and 
groups believed to be inferior or incompetent (Izard, 1977; Pelzer, 2005).  Once it has 
been elicited it causes antisocial behaviors such as exclusion, rejection and even 
derogation of the target (Fischer & Roseman, 2007; Izard, 1977; Melwani et al., 2012). 
Anger and contempt are also different in terms of their relative duration. Anger is 
typically a short-term, intense emotion (Fischer & Roseman, 2007). From an evolutionary 
perspective, this is perhaps because any long-term experience of this emotion would 
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lead to a physical state not conducive to survival (Levenson, 1999). Going back to 
research positing contempt as the main emotional culprit in marriage disintegration (e.g., 
Gottman, 1993), this emotion is typically viewed as predominantly antisocial and 
dysfunctional in terms of its effects, although recent research suggests positive effects 
in leadership categorization (Melwani et al., 2012; Melwani & Barsade, 2011). Within 
interpersonal relationships, however, contempt is decidedly negative. Being a long-
lasting emotion, contempt causes negative and permanent changes in beliefs about the 
person and in the treatment of that person. Over time, these changes tend to solidify and 
prevent further attempts at changing the person or reconciling with him/her, which 
eventually puts the relationship at risk (Fischer & Roseman, 2007). Contempt can also 
be described by its direction. Contempt targeted at a superior, upward contempt, is 
triggered when the subordinate perceives that the superior doesn’t live by the standards 
or values that he sets by virtue of his elevated position. Downward contempt, on the 
other hand, is experienced by the superior toward the subordinate by virtue of the 
latter’s lower ranking and power (Pelzer, 2005).  
 
Voluntary Work Behavior and Emotions 
Organizational research has in recent years shifted from understanding employee 
performance through role and task related behaviors, to increasingly focusing on the 
added value of voluntary work behaviors (Spector & Fox, 2002). These behaviors range 
from positive, supportive organizational citizenship behaviors (OCB) to negative, deviant 
workplace behaviors, and much research point at their importance to organizational 
functioning. In pure monetary terms, the cost of one single form of workplace deviance ― 
employee theft ― has been estimated to US$ 200 billion per year in the United States 
alone  (Greenberg, 1997), giving an indication of the implications of such behavior. 
Workplace deviance appears to be more common than what one would perhaps expect, 
with one estimate suggesting that 33% to 75% of all employees have displayed 
behaviors such as voluntary absenteeism, sabotage, and theft (Harper, 1990). OCB, on 
the other hand, is associated with organizational productivity through e.g., cooperation, 
flexibility, innovation, and initiative (Motowidlo & Van Scotter, 1994; Spector & Fox, 
2002). Positive, voluntary work behaviors have been researched extensively over the 
past few decades as e.g., OCB (Organ, 1988), extra-role behaviors (Van Dyne & LePine, 
1998), contextual performance (Motowidlo & Van Scotter, 1994), and prosocial behavior 
(O'Reilly & Chatman, 1986). Common for these approaches is that they focus on 
behaviors that are voluntary and not part of formal role requirements or tasks (Spector & 
Fox, 2002), and they are not vital to the job but still important to organizational 
functioning (Lee & Allen, 2002) as they support either people or the organization 
(Spector & Fox, 2002). Different researchers have focused on different subcategories or 
dimensions of OCB, and Organ’s (1988) makes a useful distinction in separating 
between altruistic behaviors on the one hand and compliance on the other. Thus, OCB 
encompasses acts that go beyond formal role duties, such as helping coworkers who 
need it, working overtime to accomplish an important task, or attending functions that 
are not required, as opposed to acts that merely comply with one’s role requirements. 
OCB’s negative and less researched counterpart, destructive or deviant work behavior, 
has emerged from “dark side” organizational behavior research (Brown & Mitchell, 
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2010), and encompasses several different deviance constructs such as workplace 
deviance (Bennett & Robinson, 2000; Robinson & Bennett, 1995), counterproductive 
work behaviors (Spector & Fox, 2002), employee deviance (Bolin & Heatherly, 2001), 
and social undermining (Duffy, Ganster, & Pagon, 2002). While voluntary, these types of 
behaviors are considered a threat to organizational functioning as they violate important 
organizational norms, including formal and informal rules and policies (Bennett & 
Robinson, 2000). In terms of potential for harm, such behaviors range from avoiding 
work or being tardy and deliberately doing tasks incorrectly, to a higher level of 
aggression and behaviors such as sabotage, theft, and verbal and physical hostility 
(Spector & Fox, 2002). 
 
Studies suggest that affective factors may be central to OCB and employee deviance 
(Lee & Allen, 2002). Emotions reorganize work behavior by shifting it away from the 
current situation to better respond to the eliciting emotional event, potentially leading to 
decreased job performance in the case of poor fit between behaviors required to do the 
job and behaviors generated by the emotion. This pattern is likely to be more 
pronounced for negative emotions than for positive emotions (Weiss & Cropanzano, 
1996). Events are appraised, emotions are triggered on the basis of this appraisal, and 
these emotions will in turn play into a person’s choice between different OCBs and 
deviant behaviors: Negative emotions are associated with deviant behaviors, while 
positive behaviors are believed to facilitate OCB (Spector & Fox, 2002). It is a “well-
established social psychological finding” (Lee & Allen, 2002, p. 132) that people in 
positive moods are more likely to help others than people in negative moods. Thus, it is 
altogether likely that a person in the throes of a negative emotion will display negative 
voluntary behaviors, such as taking longer breaks than allowed or taking office supplies 
for personal use, while a person experiencing a positive emotion will engage in positive 
voluntary behaviors such as giving a helping hand to colleagues who need it. 
 
Theory Development and Hypotheses: Explanations of Effects of Culturally 
Congruent Leadership on Contempt, Organizational Citizenship Behavior, 
and Deviant Behavior 
Our theoretical model of contempt development through culturally incongruent 
leadership is developed by focusing on contempt as a protective mechanism and as one 
of very few tools at the follower’s disposal for dealing with such value incongruence. We 
then outline how culturally incongruent leadership may influence organizational 
citizenship behavior and deviance via contempt as a mediating variable. The model is 
depicted in Figure 1. 
 
To set the stage for our hypotheses development, let us first take a closer look at what 
happens in a case of culturally incongruent leadership. What is this experience like for a 
follower, and what choices does he/she have when it comes to responding to this 
incongruence? In a culturally incongruent leadership encounter, the leader displays 
leadership behaviors that are in conflict with important, culturally derived follower-held 
values. This can be perceived as unfair, threatening, wrong, and demotivating.  It is 
known in the cross-cultural leadership literature that followers respond differently to 
leadership styles depending on whether or not these styles match culturally contingent 
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follower values (e.g., Den Hartog et al., 1999). In other words, when there is a mismatch 
between leadership styles and follower values, followers typically respond negatively. The 
follower’s repertoire of behaviors in terms of remedying the situation or removing 
himself/herself from the value incongruent leader-follower encounter, however, is limited 
given the nature of the leader-follower relationship. This relationship is characterized by 
power and status differences: The leader is at a higher hierarchical level than the 
follower and has access to rewards and sanctions. In the event that the follower 
perceives exiting the organization as an impossible or undesirable choice, he/she is left 
with a limited number of behavioral choices: The follower can channel energy and 
attention to into non-work interests at the expense of work duties (neglect), or attempt to 
improve the situation by being vocal about concerns (voice) (Withey & Cooper, 1989). 
This means that the follower will in many (perhaps most) cases have no other choice 
than to comply with the leader’s expectations and demands, even if they conflict with 
important cultural values. The decision to conform to values different than one’s own 
may be based on practical concerns related to one’s future in the organization such as 
promotions (Hewlin, 2003). It may also be influenced by individual factors (e.g. type of 
skills, family situation) that make it difficult or undesirable to leave the organization in 
response to value discrepancies (Withey & Cooper, 1989). Lazarus (1991 b: 831) uses a 
tree metaphor to illustrate people’s coping strategies: The small branches on the tree 
consist of small coping steps and the larger branches are the bigger, overarching goals, 
for example holding a certain position or being in a certain profession. In order to 
achieve this goal, it may be necessary to take small coping steps ― dealing with an 
unpleasant boss instead of leaving the organization, for example.   The decision to 
conform does therefore not necessarily mean that the follower agrees or identifies with 
the values in question, and this leaves the door open to alternative ways of dealing with 
the value discrepancy. 
 
Figure 1. Theoretical model explaining the effects of culturally incongruent leadership on 
contempt, organizational citizenship behavior (OCB) and deviance. 
 
 
 
 
 
 
 
 
Contempt as a Protective Mechanism in Reaction to Culturally Incongruent 
Leadership 
To our knowledge, no studies have focused on culturally incongruent (or congruent) 
leadership as an event that has affective significance in terms of generating emotional 
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reactions, which is a central notion in several theories on emotions (e.g., Lazarus, 
1991a; Weiss & Cropanzano, 1996). It follows from this that studies of contempt within 
the context of culturally incongruent (or congruent) leadership are lacking. It can, 
however, be gleaned from other literatures that this particular emotion is a likely 
response to this particular event. Different research streams have indicated positive 
follower responses such as positive emotions and supportive behaviors to value 
congruent leadership, and negative emotions, cognitions, and attitudes in situations in 
which the leader does not act in accordance with follower values (Brown & Trevino, 
2009; Fiebig & Kramer, 1998; Gooty et al., 2010), and it is known from psychological 
research that people experience negative emotions such as fear and anxiety when they 
perceive a discrepancy between who they really are and who they think they should be 
(Higgins, 1989; Withey & Cooper, 1989). Research on emotions as the result of cognitive 
appraisals of person-environment relationships (Lazarus, 1991a, 1991b) provides 
additional support for the negative emotion-culturally incongruent leadership link. 
According to this perspective, emotions are generated if the person-environment 
relationship has significance for personal well-being, here viewed as the attainment of 
personal values or goals. If the relationship is characterized by goal or value 
incongruence between the person and the environment, negative emotions will arise. 
Congruence, on the other hand, will result in positive emotions. Thus, culturally 
incongruent leadership can be expected to elicit negative follower responses, and given 
the nature of the leader-follower relationship, followers have few options for dealing with 
the incongruence. 
 
Based on this, it seems reasonable that followers trapped in culturally incongruent 
leadership encounters may experience negative emotions such as contempt: these may 
constitute one of very few tools at the follower’s disposal for dealing with such situations. 
According to the classic perspective on the functionality of emotions, emotions have a 
function by increasing people’s probability of survival by helping them solve and 
overcome problems (e.g., Fischer & Manstead, 2008; Lazarus, 1991a; Levenson, 1999). 
In this perspective, emotions are important for “(…) pulling us toward certain people, 
objects, actions and ideas, and pushing us away from others” (Levenson, 1999:481). In 
line with this, research focusing on the social function of contempt indicates that this 
emotion can serve as a protective mechanism of individuals in situations where they 
perceive themselves or their ingroup of being at risk of hostility or attach by another 
party (Fischer & Manstead, 2008; Fischer & Roseman, 2007; Pelzer, 2002, 2005). Here, 
contempt is envisioned as an appropriate response to social threats that are not 
imminent, but that should be avoided based on past experiences with the other party 
and a perception that he/she might have negative intentions. It may therefore take 
several negative, and often angry, interactions with a party for contempt to arise, and the 
emotion then serves to identify the party so that he/she can be avoided in the future to 
reduce the risk of additional harm or discomfort (Fischer & Roseman, 2007; Frijda et al., 
1989; Hutcherson & Gross, 2011). This avoidance tends to take the form of social 
distancing from the threatening individual or attempting to exclude him/her from one’s 
social network  (Roseman, Wiest, & Swartz, 1994), and entails that the person will not 
try to change or influence the threatening individual to deal with the potential exposure 
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to harm, but rather perceive it as impossible to change the undesirable behavior (Fischer 
& Roseman, 2007). In other words, when people believe they are faced with a social 
threat of a long-term and unchangeable nature, the feeling of contempt can serve as an 
important protective mechanism. We believe the situation of culturally incongruent 
leadership can be characterized by exactly such a threat.  
 
Research on value congruence also suggests that culturally incongruent leadership may 
be a potential source of contempt. Here, the similarity-attraction paradigm introduced by 
Byrne  (1971) is central, which claims that similarity (e.g., in values) triggers liking and 
attraction and makes people want to socialize and spend time together again and again 
(Meglino, Ravlin, & Adkins, 1991; Van Vianen, De Pater, Kristof-Brown, & Johnson, 
2004). Conversely, we argue that incongruence between important follower and leader 
values may be perceived by the follower as threatening as such incongruence can make 
communication difficult, reduce predictability of leader behaviors, make it more difficult 
to trust, and also reduce the liking of the leader  (Edwards & Cable, 2009). In short, 
value incongruence may trigger a “negative appraisal of the other person” (Fischer & 
Roseman, 2007, p. 103) which in turn triggers contempt. The unequal distribution of 
power inherent in the leader-follower relationship may reduce the follower’s freedom of 
movement when it comes to taking steps to deal with the incongruence so that the 
follower sees it as impossible to deal with the situation by attempting to get the leader to 
change his behavior. 
 
In short, we suggest that the culturally incongruent leadership encounter may trigger 
contempt in followers as a protective mechanism to remove the follower from the 
situation of value discrepancy to the largest extent possible and thus reduce his or her 
exposure to discomfort or harm. Consequently, we set forth the following hypothesis: 
 
Hypothesis 1: Culturally congruent leadership is negatively related to follower contempt 
to the leader. 
 
The Effects of Contempt on Voluntary Behaviors (OCB and Employee 
Deviance)  
After arguing that culturally incongruent leadership may trigger contempt in the follower, 
we now shift our focus to behavioral effects of this emotion. In other words, what 
behaviors is a follower who feels contempt toward his leader, likely to display?   
 
Behavioral effects of contempt have in general received very little researcher attention 
(Haidt, 2003). We do know that this emotion is relatively “cool” in comparison with 
anger, meaning that it doesn’t tend to elicit attack behaviors or other behaviors 
associated with emotions that are experienced as more intense or hot (Izard, 1977).  As 
we noted in the previous section, contempt is believed to trigger social distancing and 
exclusion of the party looked upon with contempt (e.g., Fischer & Roseman, 2007; 
Hutcherson & Gross, 2011; Roseman et al., 1994). At a more general level, negative 
emotions lead to behaviors of a negative cadence (e.g. Lazarus, 1991a). Within an 
organizational setting this opens up for a possible connection between contempt on the 
one hand and employee deviance on the other hand. We will in the following explicate 
this relationship by drawing on social exchange theory, which is much used within 
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different strands of leadership research and for understanding workplace behavior in 
general (Cropanzano & Mitchell, 2005). For example, research on ethical leadership 
leans heavily on social exchange theory, and we borrow also from this literature as we 
believe its focus on fit between leader values and behavior as a driver of positive 
outcomes like OCB (e.g., Brown & Mitchell, 2010) has important similarities to culturally 
congruent leadership.  
 
Within ethical leadership, the moral manager is central. This is a leader who both “walks 
the talk” and “talks the walk” and thus acts in accordance with important moral 
standards and serves as a role model in the workplace. Leaders of this caliber are 
believed to trigger beneficial behavior and reduce destructive behavior in the workplace 
(Brown & Mitchell, 2010). Unethical leadership, on the other hand, is associated with 
negative follower emotions such as anger and disgust, which in turn is argued to lead to 
unethical follower behaviors, such as retaliation and deviance (Brown & Mitchell, 2010). 
The apparent congruence between leader espoused values and leader actual values is 
believed to play an important role in triggering beneficial behaviors, and social exchange 
theory (Blau, 1964) is often used to explain this relationship (e.g., Brown et al., 2005, 
Brown & Trevino, 2006, Mayer et al., 2009). A central concept upon which social 
exchange theory rests is the principle of reciprocity (Blau, 1964; Gouldner, 1960):  
 
An action by one person leads to a response by another person, and people feel 
obligated to reciprocate good, beneficial behaviors with similar behaviors and vice 
versa for negative behaviors.  
 
Within ethical leadership research, this is used to explain why followers respond with 
organizational citizenship behaviors to leaders who they perceive as ethical, i.e., leaders 
who both communicate certain values and also live up to the same values through the 
behaviors they display.  
 
While we by no means are suggesting that culturally incongruent leadership is unethical, 
we simply believe that a similar mechanism may explain the relationship between 
contempt, organizational citizenship behaviors and employee deviance respectively. 
Applying the principle of reciprocity to a contempt-evoking situation of culturally 
incongruent leadership behaviors suggests that the follower will return these behaviors 
with destructive, retaliatory behaviors such as employee deviance. In this situation, there 
is no perception of debt to the leader that the follower must repay through positive, 
beneficial citizenship behaviors. Quite contrary, the feeling of contempt entails that the 
follower sees herself as superior to the leader, which implies an imbalance to the leader-
follower relationship that the follower can correct only by engaging in deviant behaviors. 
In this way, the employee’s deviant behavior reciprocates what she perceives to be 
deviance on part of the leader resulting from leadership behaviors that do not harmonize 
with important cultural values. 
 
Research on organizational revenge provides an alternative approach to understanding 
the effects of contempt on employee deviance. The culturally incongruent leadership 
encounter can be viewed as a revenge episode where contempt has been elicited and 
revenge is sought through the display of deviant behaviors. Violations of formal 
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organizational rules and social norms can motivate people to “get even” (Bies et al., 
1997). Such violations tend to drive emotions, which, in turn, spark retaliatory behavior. 
Engaging in such behaviors can provide an outlet for the emotional energy that the 
perceived violation of norms or rules builds in the individual. Additionally, “evening the 
score” in this manner might have another functional purpose by making the individual 
feel better (Spector & Fox, 2002). In line with this, we suggest that culturally incongruent 
leadership can be viewed as a revenge episode where the follower, upon experiencing 
contempt as an emotional reaction to the culturally incongruent leadership, decides to 
“get even” with the leader by displaying deviant behaviors.  
 
In cases of culturally congruent leadership encounters, the picture of emotions and 
behaviors is quite the opposite. Culturally congruent leadership implies that the leader 
leads in accordance with important follower-held, culturally derived values and goals, 
and this congruence is expected to trigger positive emotions (Lazarus, 1991). There is 
believed to be a positive, direct relationship between positive emotions and OCB 
(Spector & Fox, 2002). This link is strengthened by the finding that people who are 
experiencing positive moods tend to behave in ways that support these moods, for 
example, by exhibiting altruistic behaviors (Isen, 1984). Looking at this from a social 
exchange perspective, the principle of reciprocity suggests that a follower who believes 
her leader acts in accordance with important values will experience positive emotions 
and want to “repay” the leader by engaging in OCB. In a similar vein, Organ (1988, 1990) 
suggested that perceptions of fairness are important to employees’ decisions to display 
OCB. It is easier for an employee to alter voluntary work behaviors than role-required 
behaviors in order to reciprocate good, fair leader behaviors, and it is thus possible for 
followers to actively use or withhold OCB in order to “even the score” with the leader. 
This leads us to the following hypotheses: 
  
Hypothesis 2: Contempt is positively related to deviant behavior. 
 
Hypothesis 3: Contempt is negatively related to organizational citizenship behavior(OCB). 
 
Method 
Sample 
Data used to test our hypotheses were collected from a sample of 348 follower-level 
employees in seven Norwegian organizations from both public and private sectors. An 
electronic questionnaire was administered via email to potential respondents. These 
were identified by their supervisors and given information about the study and 
encouragement to participate via e-mail messages and/or intranet announcements. 
Assurance of anonymity and confidentiality was communicated through a message in the 
questionnaire. The survey was distributed to 637 respondents, resulting in a response 
rate of 55%.  
 
Measures 
Culturally congruent leadership. A unique measure of culturally congruent leadership 
within the Norwegian cultural context was developed for the study. Established 
leadership theories have been argued to have an inherent cultural bias (e.g., Chin, 
2010), and one consequence of this may be that the associated measures of leadership 
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styles are incapable of capturing cultural peculiarities. Use of such measures may then 
overlook culturally derived, unique aspects of leadership. Coupled with the fact that 
Norwegian leadership has received relatively little empirical research attention (Norway 
was not included in the GLOBE study), we believed using an established measure might 
conceal important features of such leadership and subsequently hamper insight into its 
effects. Thus, an inductive study was undertaken to develop the measure, which was 
proposed to consist of 6 behavioral leadership dimensions (see Sund & Lines (2014) for 
a detailed explication of the method and results) that capture the adaptation of 
leadership style to the unique Norwegian cultural context. The dimensions were named 
Little Distance (LiDi), Involvement (Inv), Trial and error (TE), Paternalism (Pat), 
Recruitment (Rec), and Sense of Community (SOC). To translate these dimensions into 
the present questionnaire, both authors discussed their meaning and how this meaning 
could be translated into items measured as Likert-type questions. Arriving at five to 15 
questions per dimension, we used a sample of Norwegian undergraduate business 
students (n=132) to test the measure. Principal component analysis (PCA) revealed six 
dimensions (eigenvalue > 1), as expected. Several of the items cross loaded with more 
than one component or had low loading on the relevant component, and were removed. 
Two items from the Involvement component were transferred to a new, separate 
dimension called Performance orientation (PO) following the realization that these items 
in fact tapped a focus on performance and achievement, and the dimension received an 
additional three items from the GLOBE study’s measure of performance orientation 
(Javidan, 2004). Thus, the final scale contained seven dimensions, with the number of 
items per sub-scale in parentheses: LiDi(4), Inv(3), TE(8), Pat(4), Rec(4), SOC(3), PO(5). 
The survey was then administered to our final sample, as described above.  PCA of the 
data recovered six dimensions. Two of the three SOC items had cross-loadings while the 
remaining item loaded on the Pat component. Believing this could be theoretically 
justified, we decided to keep this item there. A clear factor structure was not recovered 
for the Rec dimension. This left us with five dimensions: LiDi, Inv, TE, PAT, and PO. All 
sub-scales showed satisfactory internal consistency (.82 < α < .91, see Table 1 for 
further details). 
 
Contempt. Contempt was measured by a single item measure. Using a 5-point Likert 
scale ranging from “Never” to “Very often,” respondents were asked to rate how often 
they experienced contempt toward their leader during the course of a regular work week.  
 
Organizational Citizenship Behavior (OCB). OCB was measured using the two of the four 
dimensions (civic virtue and altruism) of the scale developed by Podsakoff et al. (1990). 
A sample item from this scale is “I attend meetings that are not mandatory, but are 
considered important.” PCA recovered two dimensions as expected, both with a 
Cronbach’s alpha of .80. 
 
Deviant behaviors. Deviant behaviors were measured using the organizational deviance 
portion of the deviant behavior scale developed by Bennett & Robinson (2000). The 
other portion of the scale measures interpersonal deviance, which we considered to be 
of less theoretical relevance within the study context. We perceived organizational 
deviance to be a more likely outcome of contempt triggered by leadership style, and 
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opted to include only this sub-scale. Respondents were asked to indicate to what extent 
they had displayed certain behaviors over the course of the past year, and a sample item 
included “Put little effort into your work.”  
 
PCA recovered three dimensions (eigenvalue >1), different from the one-dimensional 
solution that was expected from Bennett & Robinson (2000). The first dimension was the 
only dimension with acceptable internal consistency, α=0.70. This dimension consists of 
four items (“Spent too much time fantasizing or daydreaming instead of working,” 
“Taken an additional or longer break than is acceptable at your workplace,” 
“Intentionally worked slower than you could have worked,” “Put little effort into your 
work”) that conceptually are similar as they focus on an individual’s regulation of the 
effort level in the work situation. We believe that this aspect may be more relevant within 
the Norwegian cultural context than more “dramatic” deviance such as “Taken property 
from work without permission” and “Dragged out work in order to get overtime,” which 
were items included in the other dimensions. Considering construct validity to be 
preserved, the first dimension was kept for further analysis. 
 
Table 1. Descriptive Statistics and Intercorrelations of Study Variables 
 
Variable α Mean SD 1. 2. 3. 4. 5. 6. 7. 8. 9. 
1. LiDi .84   3,97  ,961 1         
2. Inv .84   3,83  ,968 .542** 1        
3. TE .91   3,74  ,854 .443** .606** 1       
4. Pat .89   3,35  ,968 .477** .494** .504** 1      
5. PO .82   3,54  ,892 .268** .435** .453** .468** 1     
6. Contempt    1,43  ,7429 -.437** -.324** -.248** -.313** -.195** 1    
7. OCB Civic 
Virtue 
.79   4,02  ,675 .214** .242** .149** .148** .196** -.150** 1   
8. OCB 
Altruism 
.79   4,26  ,537 .192** .142** .246** .265** .174** -.153** .478** 1  
9. Deviance .070   1,80  ,459 -.139** -.157** -.120* -.132* -.238** .153** -.229** -.259** 1 
**p < 0.01 ; *p < 0.05; N=367 
 
Results 
Table 1 provides the zero-order correlations and descriptive statistics for the study 
variables. Examination of the table shows moderately high correlations between the five 
dimensions of our culturally congruent leadership measure. This indicates that although 
the dimensions are empirically related, they do seem to capture different dimensions of 
the leader’s adaptation to the cultural setting. All five dimensions have significant, 
negative correlations with contempt. LiDi, Inv, and Pat have moderately high, negative, 
and significant (p<0.01) correlations with contempt, while TE and PO have small, 
negative, and significant (p<0.01) correlations with contempt. All in all, this provides 
support for Hypothesis 1, which predicted a negative relationship between culturally 
congruent leadership and follower contempt to the leader. Contempt has a negative and 
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significant (p < 0.01) direct effect on both OCB dimensions, and a positive and 
significant (p < 0.01) direct effect on deviance, although the correlations are small. This 
provides initial support for Hypothesis 2 and 3, which predicted that contempt would be 
negatively related to OCB and positively related to deviance.    
 
Based on the exploratory factor analysis reported above, we conducted a confirmatory 
factor analysis (CFA) of the dependent variables in the latent variable structural 
equations program, Amos. The results are presented in Figure 2, and indicate that model 
fit was satisfactory (CMIN/DF = 1.101, GFI = .974, CFI = .996, RMSEA = .017). To 
provide additional tests of our hypotheses, we then proceeded with a structural model 
(Figure 3). The latent variables (ovals) are derived from the CFA analysis, while the 
measured variables (rectangles) are composites derived from the PCA reported above, 
as well as the one-item measure of contempt. The various fit statistics that we utilized to 
evaluate the adequacy of the model are shown in the upper right-hand corner of the 
figure, and indicate that the model overall provides a decent fit to the data (CMIN/DF = 
2.046, GFI = .923, CFI = .93, RMSEA = .055). 
 
Our main focus here was to examine the impact of culturally congruent leadership on 
contempt, and the impact of contempt on OCB and deviance. A closer inspection of the 
various paths indicates that culturally congruent leadership is negatively related to 
contempt. This provides support for Hypothesis 1. The different leadership dimensions 
appear to have rather different impacts, with LiDi having the largest effect and also 
representing the only significant path (p<0.01). Examination of the paths from contempt 
to the dependent variables supports Hypotheses 2 and 3 by indicating that contempt 
has a negative effect on both OCB dimensions and a positive effect on deviance. All 
three paths are significant (p<0.05). 
 
Figure 2. Confirmatory Factor 
Analysis of Dependent 
Variables 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
CMIN/DF = 1.1 
GFI = .974 
CFI = .996 
RMSEA = .017 
 
  
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
 
127 
L
E
A
D
E
R
S
H
IP
 
Figure 3: Effect of Culturally Congruent Leadership on Contempt, OCB, and Deviance 
 
 
 
 
 
 
 
 
 
 
 
 
 
Discussion 
Our focus in the present article was on examining follower-level emotions and their 
outcomes arising from culturally congruent and incongruent leadership encounters, and 
we did this by focusing on contempt, organizational citizenship behaviors, and deviant 
behaviors. We hypothesized that situations of culturally incongruent leadership, i.e. 
situations in which leaders do not behave in accordance with important, culturally 
derived and follower-held values, would trigger the emotion contempt in followers as a 
reaction to the perceived value incongruence. We subsequently posited that employee 
deviance would arise as a way of dealing with the arguably unpleasant feeling of 
contempt, while the propensity to engage in organizational citizenship behaviors would 
be reduced. Our findings provide support for both of these hypotheses: OCB had a 
negative, significant relationship to contempt, while deviance had a positive, significant 
relationship. These results suggest that contempt can arise as a consequence of 
culturally incongruent leadership, and that followers’ possible repertoire of behavioral 
responses to this emotion includes deviant behaviors on the one hand, and withholding 
of organizational citizenship behaviors on the other hand. Thus, when followers are faced 
with situations where their leaders don’t engage in the behaviors and actions that they 
desire and expect, they have the choice of either cutting back on helpful, positive 
behaviors or ramping up their display of deviant behaviors. This is in line with theory on 
how emotions influence behaviors. Events like the culturally congruent or incongruent 
leadership encounter are appraised and compared to the attainment of personal goals, 
values or desires (Lazarus, 1991a, 1991b). Given differences in power inherent in the 
leader-follower relationship, followers must be expected to not have much leeway when 
it comes to dealing with a leader who acts in an undesirable way. Being a less intense 
and longer-lasting emotion than e.g. anger, contempt is then a likely emotional response 
CMIN/DF = 2,046 
GFI = ,923 
CFI = ,933 
RMSEA = 0,055 
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to undesirable leader-follower exchanges. Emotions subsequently influence the choice 
between different behaviors (Spector & Fox, 2002) ― between the display of deviance 
versus the reduction of OCB in this case. In a scenario where the leader does display 
culturally adapted leadership, on the other hand, followers will experience less contempt 
and will respond by engaging in OCB rather than by displaying deviant behaviors.   
 
Our case was one of culturally congruent leadership within the Norwegian cultural 
context. We used a leadership scale specifically designed for this cultural context to 
measure culturally congruent leadership behaviors, and discovered that only one of the 
culturally congruent leadership dimensions (Little Distance) had a significant effect on 
the development of contempt. The Little Distance dimension implies that leaders actively 
pursue a close and personal relationship with their followers, treat everyone the same, 
and use this personal affinity to exert their influence. The relevance of Little Distance for 
the development of contempt makes theoretical sense. A situation of culturally 
incongruent leadership would in this case imply that leaders encourage more distance 
between themselves and followers, both physically in the workplace and by emphasizing 
power and status differences. This can be likened to a leader “push” away from followers 
and their perspectives, which subsequently may trigger contempt as a protective 
mechanism (e.g.,  Fischer & Roseman, 2007; Pelzer, 2005) that shields followers from 
unpleasantness.  
 
The empirical link between culturally congruent leadership, contempt, deviance, and 
OCB is interesting given the long-lasting nature of contempt that can jeopardize the 
entire relationship in which it plays out (Fischer & Roseman, 2007). The culturally 
congruent ― or incongruent ― leadership encounter must be expected to change over 
time in cases where leaders and followers come from different cultural backgrounds and 
leaders must learn about the new culture in order to adapt their behaviors accordingly. If 
follower-level contempt is triggered at the outset of such a relationship because of 
perceived value incongruence, then this may taint the relationship and stop it from 
moving in a more fruitful direction as the leader learns about the new culture and 
changes his/her behaviors. Thus, leaders are well advised to be cognizant of the 
possible need for speed when displaying culturally congruent leadership.  
 
Limitations and Future Research 
The present study is cross-sectional and relies on self-report responses. Followers 
reported on their perception of their leader’s behavior, as well as their perception of 
contempt and their display of supportive and destructive behaviors in the workplace. The 
potential for common source bias is consequently a study limitation. Social desirability 
bias may also be present and lead to over-reporting of organizational citizenship 
behaviors and under-reporting of deviance and contempt. Future research should 
include leader ratings. This might provide a more realistic picture of culturally adapted 
leadership, but also of behaviors and emotions that are typically considered undesirable. 
A longitudinal design could provide interesting and important insight particularly into 
contempt. Compared to other negative emotions such as anger, contempt is a long-term 
emotion. As such, it might have effects on behavioral outcomes that play out differently 
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over time. For example, it is possible that the full effect of contempt on deviant behaviors 
materializes over some time.   
 
The measure of culturally congruent leadership was developed particularly for the 
cultural context in which the study was carried out (Norway), in line with calls for a more 
emic approach to leadership research. Future research might benefit from an emic 
approach not only to measures of leadership, but also to measures of leadership 
responses such as deviant behaviors at the follower level. The deviance scale utilized in 
the present study was developed using an American sample, and it can be argued that 
some of the items may be less relevant to a Norwegian cultural context characterized by 
e.g. relatively low power distance, individualism, and masculinity (Hofstede, 2001). 
Norwegian employees generally expect a democratic work environment where they are 
empowered and allowed to participate (Trygstad & Hagen, 2007). It is possible that 
deviance within a cultural context of this type may take on different characteristics than 
deviance in a culture where employees have less room to participate and, and that some 
of the items in the deviance scale might be perceived as less applicable. Thus, the 
development of culturally unique measures of organizational behaviors may be an 
interesting pursuit for future studies. 
 
Contempt remains an emotion that has received relatively little researcher attention, but 
the results from the present study suggest that this emotion may be related to intricate 
relationships of behaviors as coping mechanisms. Future research might undertake 
qualitative studies of an inductive nature to better get below the surface of how different 
behaviors might be either employed or held back as a response to contempt. It would be 
interesting to learn more about how followers actually calibrate their behavioral 
responses, i.e., when deviance is displayed versus when OCB is reduced. Studying this in 
different cultural settings might also provide insight into how culture can function as a 
moderator on the display of behaviors. For example, some cultures may allow for a more 
liberal and open display of contempt, while other cultures may be less tolerant of 
emotional expressions. This would perhaps be reflected in people’s propensity to deal 
with contempt through constructive behaviors versus dealing with it “on the sly” through 
deviant behaviors.    
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The Courage to Lead of Gandhi 
 ― Emilio Iodici, Rome, Italy    
 
 
 
“I believe that Gandhi's views 
were the most enlightened of all 
the political men in our time. We 
should strive to do things in his 
spirit: not to use violence in 
fighting for our cause, but by 
non-participation in anything 
you believe is evil.”  
― Albert Einstein 
 
 
 
 
 
 
“Gandhi resisted evil with as much vigor and power as the violent resister, but he 
resisted with love instead of hate. True pacifism is not unrealistic submission to evil 
power. It is rather a courageous confrontation of evil by the power of love… If humanity 
is to progress, Gandhi is inescapable. He lived, thought, and acted, inspired by the vision 
of humanity evolving toward a world of peace and harmony. We may ignore him at our 
own risk.”  
― Dr. Martin Luther King, Jr. 
 
“Not since Buddha has India so revered any man. Not since St. Francis of Assisi has any 
life known to history been so marked by gentleness, disinterestedness, simplicity of soul 
and forgiveness of enemies. We have the astonishing phenomenon of a revolution led 
by a saint.”  
― Will Durant, historian 
 
“Today, when world peace is threatened with atomic and nuclear weapons capable of 
annihilating the human race, Mahatma Gandhi's teachings of love and truth and of 
respect for others’ rights have become even more meaningful than at any other time.”  
― Haile Selassie I, former Emperor of Ethiopia 
 
The Man Who Defied the Crown 
He challenged the world’s greatest colonial power. He fought the United Kingdom to free 
India from its shackles not with guns or violence but with peace. He came from a 
Courtesy Mahatma Gandhi Images, http://www.happyfriendship-
day.com/mahatma-gandhi-images-photos-pictures-hd-wallpapers-
2016-free-download/ 
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background of privilege yet devoted himself to the poor, the helpless, and the 
defenseless to free them from imperial bondage. 
 
Gandhi proved that the even the strongest nations cannot win in the face of a united 
people determined to plan and control their destiny through nonviolence. He was 
arrested more than a dozen times and spent a total of seven years in prison. He was 
branded a criminal. Even so, he carried on in the face of beatings, mistreatment, and 
threats of death. He became among the most quoted leaders in history. His words flew 
into the hearts and minds of billions of people from one generation to another.  
 
Gandhi’s courageous example of fighting peacefully without fear would set the world on 
fire as other apostles of good will fought for liberty and freedom not with the sword, but 
with the word and with the unity of love.   
 
When I despair, I remember that all through history the way of truth and love has always 
won. ― Mahatma Gandhi 
 
Early Life 
The golden way is to be friends with the world and to regard the whole human family as 
one. ― Mahatma Gandhi 
 
He was born in India in 1869. His was the home of an elite and powerful family. His 
father was a prominent Indian official. His nation was part of the British Empire and was 
considered its “crown jewel.”  
            
It furnished spices, textiles and precious stones and had a huge population that allowed 
the British to create a military class. Indian troops helped control other parts of the 
Empire and played a crucial role in fighting for the Imperial Crown for over a century 
(BBC, 2012).   
 
Bashir Bagh Palace Drawing-Room, Hyderabad, Andhra Pradesh, India, 
1888, Images of an Empire, Dawn Magazine, Saima Shakil Hussain, July 28, 
2013, 08:20 a.m.  
 
Putlibai, Gandhi’s mother, Courtesy 
Gandhi Foundation 
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Gandhi’s father was a high-level 
administrator in the regional 
government. Yet, it was a woman who 
had the strongest influence on Gandhi. 
His mother inspired his spiritual 
upbringing. He grew up as a Hindu, 
worshiping Vishnu and followed Janism 
which was a rigorous faith that 
espoused mediation, vegetarianism, 
fasting, and nonviolence. 
 
“To call woman the weaker sex is a libel; 
it is man's injustice to woman. If by 
strength is meant brute strength, then, indeed, is woman 
less brute than man. If by strength is meant moral power, 
then woman is immeasurably man's superior. Has she not 
greater intuition, is she not more self-sacrificing, has she 
not greater powers of endurance, has she not greater 
courage? Without her, man could not be. If nonviolence is 
the law of our being, the future is with woman. Who can 
make a more effective appeal to the heart than woman?”  
(To the Women of India, Young India, Oct. 4, 1930)  
― Mahatma Gandhi      
 
Young Gandhi grew up in an affluent household that could 
afford him a good education. He lived by the customs and 
rules of his day and the land of his ancestors. His father, in 
particular, determined the course of his life. At 13, he was 
married to the 
daughter of a merchant. It was arranged by the 
families as was the tradition in India.   
 
The Lawyer 
I realized the true function of a lawyer was to unite 
parties riven asunder. I came in contact with every 
known Indian anarchist in London. Their bravery 
impressed me, but I felt that their zeal was 
misguided. I felt that violence was no remedy for 
India's ills, and that her civilization required the use 
of a different and higher weapon for self-protection.  
― Mahatma Gandhi 
 
In 1885, he saw his father die. He suffered the loss 
of his young baby. He had just turned sixteen. Three 
years later, after the birth of his first surviving son, 
Gandhi was sent to London to study law. The 
Gandhi and his wife Kasturba. http://www.mahatma.org.in/ 
books/images/io0002/pg0002_1.jpg 
Gandhi in London, 1888, Courtesy 
Gandhi Foundation 
London shop, 1888, 
vintagephoto.livejournal.com Courtesy Pinterest 
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capital of the Empire was one of the richest cities on the planet. It was a cosmopolitan 
metropolis filled with examples of the global power of the royal possessions. It was a far 
cry from his home in the small coastal town of Porbandar, in southwest India, where 
fishing and farming were the principle sources of employment.  
 
It was the Age of Queen Victoria. Her reign was one of relative peace and prosperity.  It 
was a time of colonial, economic and industrial 
consolidation of the Empire and political reform of 
domestic politics. Britain enjoyed unprecedented 
opulence and influence. 
                                
The wealth of the Empire could be seen in the affluent 
lifestyles of the British and their elegant shops filled 
with goods from around the world, especially from India. 
It was also a place of enormous contrasts of classes 
and distinctions.  Alongside of abundance was poverty.  
The poor were everywhere, barely surviving while the 
powerful enjoyed ever growing abundance. 
                             
It was difficult for Gandhi to adjust to London, its social 
disparities and the customs of the British. He found 
them arrogant, racist, and ingrained with a superior 
attitude. They saw themselves as masters of the earth 
and all others far below them. The British were 
carnivores. He was a vegetarian.   
 
He developed a strong sense of spirituality by reading and studying world religions. He 
became committed to a peaceful and gentle style of life filled with respect for each 
individual. He formulated his own concept of all people living together in a world of 
Queen Victoria, 1837-1901,  
Courtesy BBC 
White Chapel Street, London, 1888, Courtesy BBC 
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tranquility (BBC, 2012). When he returned to India in 1891, the person who had shaped 
him was gone. His mother died a few weeks before his arrival home. 
 
Gandhi set about practicing law.  He was not successful.  He failed in his first case and 
was thrown out of the office of a British official.  The incident scarred him. He struggled 
to find work.  Finally, in 1893, he was offered a one-year contract to provide legal 
services in South Africa. He sailed for Durban. It would be a turning point in his life.  He 
was 24. 
 
South Africa was controlled by the British and the Dutch, who were called Boers. They 
fought each other in a series of wars in the 19th century to take control of the country’s 
wealth (Giliomee et al, 2007). As soon as Gandhi set foot in South Africa, he saw the 
appalling discrimination and racial segregation faced by immigrants from India at the 
hands of the Boers and the British.   
 
Fighting for Civil Rights in South Africa 
 
Non-violence is the greatest force at the disposal 
of mankind. It is mightier than the mightiest 
weapon of destruction devised by the ingenuity of 
man.  
 
Non-cooperation with evil is as much a duty as is 
cooperation with good. ― Mahatma Gandhi 
 
A large Indian colony had developed in South 
Africa. The community spanned across the social 
and geographic boundaries of India, bringing 
together people of all classes, backgrounds and 
faiths.   It included wealthy Muslims. They needed 
a lawyer to defend their rights and offered a job to Gandhi.  These Indian entrepreneurs 
employed impoverished Hindu laborers, which had an effect on Gandhi. He saw all 
people has one.  He did not separate the Indians by religion, wealth or cultural 
differences.  He learned more about his own people and the great diversity of his country 
in South Africa than he had known at home.  
 
People of color were severely restricted in South Africa. Discrimination and segregation 
was the norm. While on a train at Pietermaritzburg, he was thrown off after refusing to 
move from first class. The next day he returned and was allowed to sit in first class 
where he had purchased his seat. His subsequent trip was by stage coach. He was 
beaten for refusing to make room for a European. Hotels would not accommodate him 
(Gandhi, 1940). 
 
In a professional incident, the magistrate of the Durban tribunal demanded that Gandhi 
remove his turban. He refused. He was blacklisted from that moment on. In addition, 
Indians were not permitted to walk on public sidewalks. Gandhi was startled when he 
was kicked off a footpath by a police officer without any warning (Gandhi, 1940). These 
events and others shaped Gandhi into a social activist. A passion rose in him to fight for 
Gandhi in South Africa, Courtesy Gandhi 
Foundation 
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social justice. He began to question his role in society and the standing of the people of 
India in the British Empire (Gandhi, 1940). 
 
Fighting for the Right to Vote 
 
I can retain neither respect nor affection for government which has been moving from 
wrong to wrong in order to defend its immorality. ― Mahatma Gandhi 
Gandhi decided to stay in South Africa to take up the causes of the weak and the 
downtrodden. A bill was proposed to deny Indians the right to vote. He asked the British 
Colonial Secretary to reconsider the act. The bill was passed despite his protests. Even 
so, Gandhi succeeded in drawing attention to the grievances of his people. He founded a 
society to unite Indians into a political force. Gandhi’s name and influence was growing 
in South Africa. The political elites realized this.  
In January, 1897, Gandhi traveled to Durban. As soon as he arrived, a mob attacked 
him. He barely escaped. He refused to press charges against his attackers. Gandhi said 
it was his principle never to seek redress for a wrong against him in a court of law 
(Tendulkar, 1951).  
Three years later the Boer War broke out.  Gandhi volunteered 
to form a corps of Indian stretcher bearers to help the 
wounded. It was known as the Natal Indian Ambulance Corps. 
Gandhi wanted to make a point to the British. He was 
determined to demonstrate that Hindus could take up manly 
tasks and were not afraid to risk their lives in dangerous 
situations. He raised eleven hundred volunteers. They served in 
the front lines. They saved countless lives by carrying wounded 
soldiers over rough terrain where vehicles could not go. Gandhi 
and thirty-seven other 
volunteers received the 
Boer War Medal (Bose & 
Jalal, 2004). 
Six years later the British declared war against the 
Zulus. Gandhi encouraged the British to recruit 
Indians and to recognize their right to full 
citizenship. Twenty stretcher bearers helped the 
British save the lives of their wounded soldiers. It 
was at this time that Gandhi realized that it was 
useless to fight the British with arms. Only 
nonviolence could force them to change their 
policies and ultimately defeat them. Gandhi wanted 
to open the door to full citizenship to South Africans 
but knew it would take time. Years later, Gandhi 
would be proclaimed a hero when black South 
Africans gained the right to vote. 
 
Gandhi recovering from a beating by Indians 
in South Africa, 1908, Courtesy Gandhi 
Foundation 
Gandhi in 1907, Courtesy 
Gandhi Foundation 
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The Beginning of the Movement Toward Nonviolence 
 
When I despair, I remember that all through history the way of truth and love have 
always won. There have been tyrants and murderers, and for a time, they can seem 
invincible, but in the end, they always fall. Think of it -- always.  
Victory attained by violence is tantamount to a defeat, for it is momentary. Nobody can 
hurt me without my permission. ― Mahatma Gandhi 
 
In the South African colony of the Transvaal, Indian and Chinese nationals were forced to 
register by an unjust law.  Gandhi decided that this was the moment to protest and to 
apply the principles of Satyagraha (devotion to truth), or defying without violence. In a 
mass rally held on September 11, 1906, Gandhi asked the Indians not to obey the law.  
He asked that they be willing to suffer the consequences which could be severe and 
even fatal. Gandhi’s plan was adopted by the community.  For nearly a decade, 
thousands of Indians were beaten, shot or jailed in defiance of an unfair, and unethical 
act of discrimination.  
 
Gandhi himself was subjected to violence not only by the South Africans but by other 
Indians who disagreed with his methods. He risked his life constantly at the hands of the 
British, the Boers and his own countrymen who felt that fighting with the sword was 
mightier than combating evil with love.  
 
Gandhi’s followers, burned their registration cards and conducted mass protests. The 
activists were suppressed but the movement raised a public outcry.  The South African 
government was forced to come to terms with Gandhi and negotiate a compromise.  The 
force of non-violence was taking shape. Before Gandhi left South Africa, he had 
negotiated recognition of Hindu marriages and the elimination of the poll tax for Indians.   
                                   
His counterpart on the South African government side was 
General Jan Smuts, who later became Prime Minister.  As 
Gandhi departed his nation he said, “The saint has left our 
shores, I sincerely hope forever.” 
 
Return to India 
 
The day a woman can walk freely on the roads at night, 
that day we can say that India has achieved 
independence. 
  
How can one be compelled to accept slavery? I simply 
refuse to do the master’s bidding. He may torture me, 
break my bones to atoms and even kill me. He will then 
have my dead body, not my obedience. Ultimately, 
therefore, it is I who am the victor and not he, for he has 
failed in getting me to do what he wanted done.  
 
Personally, I crave not for ‘independence’ which I do not 
understand, but I long for freedom from the English yoke. 
― Mahatma Gandhi  
General Jan Smuts, 1948,  
Dutch National Archive 
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Gandhi returned to India in 1915. He was different. His 
experience in South Africa had challenged him as a man, as 
a leader and as a human being. He now was self-confident, 
articulate, wise, and fearless. He had learned how to 
negotiate, raise funds for a cause, deal with the media and 
convince thousands to follow him. Some of these skills he 
developed as a lawyer as well as a proponent of social 
causes (DiSalvo, 2013). He joined the Congress Party and 
in a few years had a major leadership position. 
 
When World War I broke out, Gandhi was forced to make a 
difficult choice. The British wanted his support to raise 
Indian soldiers to fight on their behalf. This was contrary to 
Gandhi’s principles of nonviolence. At the same time, 
Gandhi felt that supporting the Empire would put India in a 
better position to bargain for independence.                                  
                                                          
As a result, in 1918, he reluctantly urged Indians to join the 
British as combatants. Gandhi wrote:  
“To bring about such a state of things we should have the 
ability to defend ourselves, that is, the ability to bear arms and to use them...If we want 
to learn the use of arms with the greatest possible dispatch, it is our duty to enlist 
ourselves in the army” (Gandhi, 1918). In a letter to the Viceroy’s private secretary, he 
insisted that he “personally will not kill or injure anybody, friend or foe” (Gandhi, 1918). 
Over a million Indians fought for Britain in the First World War. Sixty thousand of them 
were killed. With the end of the War in 1918, pressure mounted for Indian independence 
(Cavendish, 2009).  
 
The Struggle for Indian Independence 
 
Whenever you are confronted with an opponent, conquer him with love…Nonviolence is 
a weapon of the strong…Strength does not come from physical capacity. It comes from 
an indomitable will.  
 
Complete independence will be complete only to the extent of our approach in practice 
to truth and nonviolence.  
 
Independence of my conception means nothing less than the realization of the 
“Kingdom of God” within you and on this earth.  
 
Complete independence through truth and nonviolence means the independence of 
every unit, be it the humblest of the nation, without distinction of race, color or creed. ― 
Mahatma Gandhi 
 
Gandhi’s influence in the Congress Party grew. He allied himself with the Muslims of 
India and broadened his base of support. He returned his medals bestowed upon him by 
the British for his service in the Boer and Zulu wars to show his solidarity with the plight 
of the Muslims. He also fought to prevent the Muslims and Hindu from fighting each 
Gandhi in 1918, Yale University 
Press 
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other. He was not successful, in this regard. The seeds were being sown for a separation 
of India based on religion and not geography. 
 
The Massacre at Amritsar 
 
Victory attained by violence is tantamount to a defeat, for it is momentary.  
 
Just as one must learn the art of killing in the training for violence, so one must learn the 
art of dying in the training for nonviolence.  
 
Better than cowardice is killing and being killed in battle.  
 
If blood be shed, let it be our own. Let us cultivate the calm courage to die without 
killing. 
― Mahatma Gandhi 
 
Gandhi began to escalate his demands against the British. In 1909, Gandhi had written 
about the relationship of the British and the people of India. He said that it was a matter 
of cooperation. The Indians had helped the British control them. Gandhi insisted that it 
should end. He was convinced that if the Indians refused to cooperate, British rule would 
collapse (King, 2013). The British controlled India starting in the 18th century. During the 
ensuing years, they were not averse to use violence and other methods to suppress 
insurrections and movements toward home rule.  
 
In 1919, a tragic event happened that would alter the course of British and Indian 
history. 
 
"Early in April 1919 news of the 
arrest of Indian nationalist leaders 
in the Sikh holy city of Amritsar 
sparked riots in which a mob went 
on the rampage, killing several 
Europeans, leaving an English 
female missionary for dead, and 
looting numerous banks and public 
buildings. British and Indian troops 
under the command of Brigadier-
General Reginald Dyer were sent to 
restore order and Dyer banned all 
public meetings which, he 
announced, would be dispersed by 
force if necessary. Despite this, 
thousands gathered in protest in a 
walled enclosure called the 
Jallianwala Bagh, near the city’s Golden Temple, sacred to Sikhs” (Cavendish, 2009). 
They joined a group of Baishakhi pilgrims to participate in annual religious and cultural 
celebrations. Martial law had been imposed.  The crowd may not have been unaware of 
this since they came from outside the city.   
        
Amritsar massacre – Jallianwala Bagh Rare photos, Courtesy 
http://fun yarn.com/amritsar-massacre-jallianwala-bagh-rare-     
photos-2/,September 20, 2013 
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Under the orders of Dyer, a contingent of Gurkha troops entered the enclosed area. They 
confronted the crowd. Without warning, they attacked the multitude of helpless, 
unarmed civilians. When the throng realized what was happening, they tried to flee. As 
they fled, the soldiers fired. They aimed at the few 
available exits to cut down as many people as possible. It 
was pandemonium. People ran frightened and shocked. 
The barrage of bullets lasted more than ten minutes. Over 
1600 rounds were fired until Dyer’s men ran out of 
ammunition. The British claimed 379 dead and 1200 
wounded.  Other sources insisted the death toll was 
much higher, probably over a 1000 (Report of 
Commisioners, 1920). 
 
At first Dyer was considered a hero in the eyes of the 
Crown. Later, when public reaction in Britain and around 
the world condemned the killings, Parliament censured 
him and forced him into retirement (Collett, 2006). “The 
news of the massacre provoked fierce disapproval. 
Speaking in the House of Commons, Winston Churchill 
condemned ‘an extraordinary event, a monstrous event, 
and an event which stands in singular and sinister isolation’” (Cavendish, 2009).  
 
The murders at Amritsar were considered by some historians as the turning point that 
led to the in the end of the British rule in India (Sarkar, 1983). British brutality stunned 
the nation and the world. The massacre led Gandhi to push vigorously for Indian 
independence.  
 
The Non-Cooperation Movement gained impetus 
after the killings at Amritsar. Its goal was to resist 
British rule in any way possible. Indians refused to 
purchase British goods. They protested against 
liquor stores and promoted Indian handicrafts 
(Collett at pp. 398–399).  
                                       
Gandhi asked Indians to spin their own cloth to 
avoid purchasing textiles made in the Britain. He 
urged Indians to boycott British educational 
institutions, resign from government jobs, not use 
British courts and give up British honors and titles.  
He led national protests around the country.  
Because of his popularity and sense of trust, he 
was able to harness the help of both Muslims and 
Hindus to peacefully fight the Crown (Shashi, 
1966). 
 
Gandhi was arrested for sedition. He was 
sentenced to serve a six-year prison sentence. He 
Gandhi spinning cloth, Courtesy Rare 
Photos of Mahatma Gandhi, http://www. 
patnabeats.com/rare-photos-of-mahatma-
gandhi/  
Brigadier-General Reginald Dyer, c. 
1919, Courtesy History.com 
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was released after two.  During that time, his movement splintered because of the lack 
of his leadership. He tried to restore the coalition of Hindus and Muslims but was only 
partially successful. Gandhi stayed out of politics. For four years, he tried to mend 
political differences and expanded initiatives to defeat ignorance, poverty, alcoholism 
and untouchability. He strongly favored the emancipation of women, the end to child 
marriages and the oppression of widows.  
 
Then, in 1928, the British appointed a new constitutional reform commission. No Indians 
were members.  Gandhi voiced his disapproval. He demanded Indian dominion status to 
put the country on the road to independence. The British refused to respond. 
 
On New Year’s Eve, 1929, the flag of India was unfurled in Lahore. On the 26th of 
January, 1930, the Indian National Congress declared its Independence Day. Gandhi 
expanded his non-violent activities.   
 
The Salt March to Dandi 
A small body of determined spirits fired by an unquenchable faith in their mission can 
alter the course of history.  
 
To deprive a man of his 
natural liberty and to 
deny to him the ordinary 
amenities of life is 
worse than starving the 
body; it is starvation of 
the soul, the dweller in 
the body.  
― Mahatma Gandhi 
 
He launched an attack 
against the salt tax. 
Indians were forbidden 
to collect or sell salt. Gandhi and his followers during the Salt March, April 1930, Courtesy 
History Channel. 
Statue of Gandhi commemorating the 1930 Salt March to Dandi, Courtesy History.com 
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The British held a monopoly and imposed a heavy duty. It was a burden, especially on 
the poor.  Gandhi decided it was time to fight this unjust policy. 
       
On March 12, 1930, he told his followers he would conduct a religious retreat and go to 
the coastal town of Dandi on the Arabian Sea. He would defy the British by making salt at 
the sea. As he and his followers walked, he addressed larger and larger crowds. They 
followed him.  By the time they reached the coast, 240 miles from where they began, 
tens of thousands of people were with them. On April 5, he addressed the multitude and 
prayed.  The next day, he went down to the sea to collect salt. 
 
He had planned to gather salt from the great salt 
flats that hugged the shore. The police arrived 
first. They crushed the salt into the mud. Gandhi 
reached down, deep into the mire and picked out 
a piece of salt. He had defied the British. 
Thousands followed his lead and did the same. 
Civil disobedience broke out across the country. 
Millions of Indians demonstrated against the 
Crown. Sixty thousand people were arrested along 
with Gandhi. He was released the following year. 
 
Negotiations 
 
Good government is no substitute for self-
government. 
 
Men often become what they believe themselves 
to be. If I believe I cannot do something, it makes 
me incapable of doing it. But when I believe I can, 
then I acquire the ability to do it even if I didn't 
have it in the beginning. 
 
Corruption and hypocrisy ought not to be 
inevitable products of democracy, as they 
undoubtedly are today. ― Mahatma Gandhi 
 
In 1931, the government decided it was time to negotiate with Gandhi. They agreed to 
free all political prisoners in exchange for a suspension of the civil disobedience 
movement.  As a result, Gandhi was invited to attend a Round Table Conference in 
London. He was the sole representative of the Indian National Congress. The encounter 
was a disappointment. It dwelt on issues of Indian royalty and not a transfer of power.  
  
A British Member of Parliament gave a speech about the affair. He ridiculed Gandhi. He 
said: “It is alarming and also nauseating to see Mr. Gandhi, a seditious Middle Temple 
lawyer, now posing as a fakir of a type well known in the East, striding half-naked up the 
steps of the Vice-regal palace....to parley on equal terms with the representative of the 
King-Emperor.”  
 
The Parliamentarian was Winston Churchill (Herman, 2008).  
 
Gandhi Picking up salt in Dandi, April 5, 1930, 
http://www.calpeacepower.org/0101/images/1930-
pick-salt-GS_BG.jpg 
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Congress Party Politics 
 
It’s the action, not the fruit of the action, that’s important. You have to do the right thing. 
It may not be in your power, may not be in your time, that there’ll be any fruit. But that 
doesn’t mean you stop doing the right thing. You may never know what results come 
from your action. But if you do nothing, there will be no result.  
 
If I seem to take part in politics, it is only because politics encircles us today like the coil 
of a snake from which one cannot get out, no matter how much one tries. I wish 
therefore to wrestle with the snake. ― Mahatma Gandhi  
 
Gandhi returned to India.  Protests and civil disobedience resumed. He was once again 
arrested and later released. For the next decade, he continued his movement to fight the 
British via nonviolence and not by traditional political means. As a result, in 1934, he 
resigned from the Congress Party which was now very diverse, representing social and 
economic groups throughout India.  Gandhi wanted the Party to grow without him so that 
these various entities could express themselves. 
 
He returned to the Party in 1936.  He was disappointed at the constant infighting and 
the growing lack of support for his approach to Independence with nonviolence. 
 
World War II 
I appeal for cessation of hostilities ... because war is bad in essence. You want to kill 
Nazism. Your soldiers are doing the same work of destruction as the Germans. The only 
difference is that perhaps yours are not as thorough as the Germans ... I venture to 
present you with a nobler and a braver way, worthy of the bravest soldiers. I want you to 
fight Nazism without arms or ... with non-violent arms. I would like you to lay down the 
arms you have as being useless for saving you or humanity. You will invite Herr Hitler 
and Signor Mussolini to take what they want of the countries you call your possessions. 
Let them take possession of your beautiful island, with your many beautiful buildings. 
You will give all these but neither your souls, nor your minds. If these gentlemen choose 
to occupy your homes, you 
will vacate them. If they do 
not give you free passage 
out, you will allow yourself, 
man, woman and child, to 
be slaughtered, but you 
will refuse to owe 
allegiance to them ... I am 
telling His Excellency the 
Viceroy that my services 
are at the disposal of His 
Majesty's Government, 
should they consider them 
of any practical use in 
advancing the object of my 
appeal. - Mahatma Gandhi Gandhi in Jail, Courtesy Twitter.com 
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Gandhi was opposed to Indian involvement in World War II without a definite British 
guarantee of independence. He launched the Quit India movement. His views and that of 
others split the Indian political realm.  Muslims were divided against Hindus.  Supporters 
of the British insisted that Indian troops engage in the fighting.  They did, despite the 
protests of Gandhi and his followers. Gandhi was criticized by the Allies as well as the 
British who viewed him as traitor. In 1942, Gandhi and his disciples were incarcerated 
along with the entire Congress Party leadership. They remained in jail almost to the end 
of the War. In 1943, Gandhi launched a hunger strike. Fearful that he and other leaders 
would die in prison, the British released him in 1944 while Indians fought to help the 
Allies defeat the Axis powers. 
 
In the end, Indian soldiers fought 
bravely to save the United Kingdom 
from a Nazi and Japanese victory. 
Over two and half million soldiers 
fought for the Crown. Several Indian 
princely states provided major 
donations to support the Allied cause. 
India was a base of operations for 
American forces in the Chinese and 
Burmese campaigns.   
 
They fought the Japanese and 
prevented them from invading India. 
Indians helped liberate Singapore and 
Hong Kong. More than 87,000 men 
died fighting for the British (Commonwealth Report, 2013-2014). It was clear that the 
Indian participation in the War effort was crucial for the success of the Allies. India also 
benefited economically. The country produced arms and goods to supply Allied armies. At 
the end of the hostilities, India emerged as a 
stronger nation in terms of political and economic 
influence. 
 
Independence 
A Labor government emerged at the helm of Britain 
at the close of World War II. The people of the 
United Kingdom were tired of war and conflict. The 
new government moved to grant India 
independence.  Disputes grew between the Hindus 
and Muslims. The only way to deal with it, in the 
eyes of the British, the Congress Party and the 
Muslim League was partition. Gandhi was opposed. 
He reluctantly agreed with the hope that after 
independence the two people could come together 
and achieve peace.  Instead, massive riots ensued 
The last Viceroy of India, Lord Mountbatten and his wife with  
Gandhi, 1947, Gandhi Foundation 
 
Gandhi and Nehru in 1942,  
Courtesy Gandhi Foundation 
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after partition. Gandhi went on a hunger strike until the riots ceased. 
 
The Independence Act of 1947 created the two independence dominions of India and 
Pakistan on the same day, August 15, 1947.  Gandhi’s dream had been realized. He was 
one of the most esteemed and popular figures on earth. He was on the cover of 
magazines, nominated five times for the Nobel Peace Prize and was considered by 
millions of Indians as the father of their nation. 
 
Five months after Independence, the long journey of Mahatma Gandhi came to an end.  
It was January, 1948. Gandhi was walking to a prayer meeting.  Suddenly, a man 
emerged and shot him. He was a Hindu fanatic, angry with Gandhi’s negotiations with 
the Muslims. The following day, millions of people followed his funeral procession. His 
ashes were spread out over rivers in India.  Some were poured in other places including 
Self Realization Lake Shrine in Los Angeles. His death was mourned around the world.                             
                         
One of the first leaders of the new India, Jawaharlal Nehru, said of Gandhi:  
 
“Friends and comrades, the light has gone out of our lives, and there is darkness 
everywhere, and I do not quite know what to tell you or how to say it. Our beloved leader, 
Bapu as we called him, the father of the nation, is no more. Perhaps I am wrong to say 
that; nevertheless, we will not see him again, as we have seen him for these many years, 
we will not run to him for advice or seek solace from him, and that is a terrible blow, not 
only for me, but for millions and millions in this country” (Jain, 2014).      
 
 
The best way to find yourself is to lose yourself in the service of others. 
 
Happiness is when what you think, what you say, and what you do are in harmony. 
 
You must be the change you wish to see in the world. 
 
When I admire the wonders of a sunset or the beauty of the moon, my soul expands in 
the worship of the creator. 
 
The weak can never forgive. Forgiveness is the attribute of the strong. 
 
Live as if you were to die tomorrow. Learn as if you were to live forever. 
 
“Gandhi, Leader of the Century” Israelinews.com 
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An eye for an eye only ends up making the whole world blind. 
 
First they ignore you, then they laugh at you, then they fight you, then you win. 
 
You must not lose faith in humanity. Humanity is an ocean; if a few drops of the ocean 
are dirty, the ocean does not become dirty. 
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It is health that is real wealth and not pieces of gold and silver.  
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The Power of the Covenant Idea 
for Leadership, Reform, and 
Ethical Behavior 
 
KAHLIB J. FISCHER, PHD, LYNCHBURG, VA, US 
 
 
 
Introduction 
The study of leadership is awash with numerous concepts, many of which overlap. To the 
student and the scholar, finding a starting point and integrative theme for leadership 
ideas which extend from interpersonal to organizational contexts can be dizzying. This 
paper proposes the idea of covenant as a unifying metaphor for these valuable and often 
overlapping leadership ideas. The covenantal approach has had a tremendous impact on 
the history of Western legal and perhaps, more importantly, social and cultural thought 
and therefore might offer us a realistic and practical approach to effective leadership. In 
particular, we will see that a covenantal model emphasizes the following: 
 
1) An ethos of empowerment, mutual care, and mutual accountability;  
2) A leadership style of servant leadership; 
3) A process of participative decision-making; 
4) A structure of non-centralization; and 
5) A culture of spirituality in the workplace.  
 
Defining Covenant 
Elazar (1995) defined covenant as: 
  
 
A morally informed agreement or pact based upon voluntary consent, established by 
mutual oaths or promises, involving or witnessed by some transcendent higher 
authority, between peoples or parties having independent status, equal in 
connection with the purposes of the pact, that provides for joint action or obligation 
to achieve defined ends (limited or comprehensive) under conditions of mutual 
respect, which protect the individual integrity of all the parties to it. Every covenant 
involves consenting (in both senses of thinking together and agreeing) and promising 
(pp. 22-23). 
 
Covenants are means of “constitutionalizing” relationships within a political context, in 
that their “bonds are used principally to establish bodies political and social” (p. 23).  
Indeed, Bratt (1980) argued that covenants are the means by which entire societies 
constitute themselves. Covenant is such a “worldview” idea, as Elazar, (1980b) argued, 
that it speaks to its role as both a theological and political construct. According to Bratt 
(1980), “politically, covenants have been made by entire societies — with God, each 
other, and/or themselves — and by single groups (the Puritans and Covenanters) or 
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institutions (churches of various types) within societies.  Such compacts, far from being 
token gestures, have often been regarded as the very foundations of corporate existence 
and well-being” (p.1). 
 
Theologically, covenants from a Judeo-Christian perspective reflect an understanding of 
God’s relationship with man “based upon morally-sustained compacts of mutual 
promises and obligation” (Elazar, 1980, p. 6). Politically, “covenant expresses the idea 
that people can freely create communities and polities, peoples and publics, and civil 
society itself through such morally grounded and sustained compacts (whether religious 
or otherwise in impetus), establishing thereby enduring relationships” (p. 6). Covenant, 
then, is at its core a relationship.  
 
It is this emphasis upon relationships that distinguishes the idea of covenant from other 
political ideas, which generally emphasize just structure (Elazar, 1980). The covenant 
emphasis upon relationships comes in the form of autonomous members freely 
choosing to come together to enter an agreement. As Kincaid, (1980) argued: 
 
Since there is no need in this view to adopt all members into the same family or 
unite them into a homogeneous organism, the covenant community has the 
character of a matrix or mosaic of diverse partners who retain individual integrities. 
Unlike the organic order, it is plural. As such, covenant is not limited to the small 
spaces characteristic of most organic orders; covenantal arrangements can create 
large civil societies based upon consent and freedom rather than a conquest or 
extended kinship. At the same time, unlike contractual conceptions of civil society, 
covenant does not aggregate radically dissociated individuals (pp. 44-45). 
 
Undergirding this conception of relationship is the concept of federal liberty, (the term 
federal refers to covenant, as fedis is the Latin word for covenant). Federal liberty does 
not mean total, unlimited freedom, but rather the liberty that comes when parties enter 
into a covenant, agreeing to serve one another and to protect and affirm one’s another 
rights and consensual goals (Elazar, 1995). Mutual accountability enhances federal 
liberty, and in this liberty, members of the covenant find the freedom from both anarchy 
and tyranny. 
 
Covenant members choose to love one another, and this love is not based upon kinship 
(Kincaid, 1980), but upon moral obligations and divine command to love one another 
and go beyond the “letter of the law” (Elazar, 1995). Kincaid further argued, “Covenant 
love directs attention beyond the self to the good and goods of others and to a common 
good of the community, thereby tempering individualism without destroying individuality. 
Such affection may also curb the emergence of autocratic structures and narrow 
legalisms because, as trust and affection decline, people tend to retreat into stronger, 
more elaborate, protective structures” (1980a, p. 45). 
 
A covenant’s emphasis upon relationship further distinguishes it between terms such as 
contract, compact, or constitution. A contract, for instance, is “a matter of private 
usage,” and therefore private law, whereas a covenant is a matter of “public usage” 
(Elazar 1977, p. 3). McLean (1980) agreed, arguing that a covenant speaks more to 
multi-faceted, community-based relationships and interactions, whereas a contract 
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focuses on a more explicit and specific relationship. In addition, a contract does not 
include any relational understanding of forgiveness. Because a covenant is established 
to fuse parties together in a long-term relationship, it allows for the process of 
forgiveness.  
 
The relational component also explains the interconnection between the terms 
constitution and covenant because a “covenant precedes a constitution and sets the 
frame for it” (Elazar, 1977, p. 4). Thus, a constitution is created to bear written record to 
the stipulations, terms, and agreements ratified in the negotiation process. However, 
because the covenant is a reflection of the wills and desires of the members, the 
constitution can be amended “as new conditions present themselves because it is a 
process oriented metaphor in which community, personhood, and ultimate reality are 
dialogically-dialectically understood” (McLean, 1980, p.13). 
 
The Biblical Basis of Covenant 
Covenants are explicitly religious whereas contracts and compacts do not explicitly 
invoke the name of God. Covenant “refers to a situation where a moral force, 
traditionally God, is a party, usually a direct party to, or guarantor of a particular 
relationship” (Elazar, 1977, pp. 3-4). Though the idea of covenant existed in the Near 
Eastern culture outside of the Biblical tradition, the Biblical tradition influenced this idea 
substantially (Elazar, 1977, 1978, 1981; Walzer 1985). According to Elazar (1978):  
 
The Israelites took over the idea and techniques of covenant-making from their 
neighbors but turned the idea on its head. Mesopotamian and West Semitic 
covenants were designed to limit previously independent entities by making them 
vassals, regulating their external behavior but leaving their internal life alone. 
Israelite covenants, on the other hand, functions as liberating devices that call into 
existence new entities. God, by entering into a covenant with humans, accepts a 
limitation on the exercise of his omnipotence, thus endowing mankind with freedom 
but the price of that freedom is the acceptance of an internal reform, as well as 
external obligations. The covenant becomes the framework for mutual obligation and 
the basis of a new law and politics internally and externally (p. 7).  
As Perry (1990) argued, God’s covenant with the Israelites affirmed their ability and 
authority to act as freely-choosing moral agents, giving them both the ability and the 
responsibility to choose to obey God and love one another. It is this enabling feature of 
the Biblical covenant, according to Walzer (1985) that distinguishes it from the 
“suzerainty treaties” that marked the Exodus era. He noted:  
 
There is no precedent for a treaty between God and an entire people or for a treaty 
whose conditions are literally the laws of morality…popular recalcitrance and 
vanguard initiative, murmuring and purging, make only a part of the Exodus story. 
Indeed, it is central to the narrative strategy of the author (or the final editor) of the 
story that the purges come after the covenant, though the murmurings begin before. 
The ultimate justification for the purges…lies not in divine will but in popular 
willingness … (p.74). 
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Kincaid (1980) echoed Walzer’s (1985) sentiment, noting that the Eastern worldview is a 
closed system, where even the gods are limited to the creation. The God of the Bible 
however, is separate from creation; indeed, since creation emanated from His Word, 
man had hope of being more than just a product of the physical environment. Man could 
indeed operate as a free moral agent. Further, progress comes with the Hebraic 
covenant as demonstrated by God making a promise with man for redemption at the 
appointed time (McLean, 1980). Unlike the cyclical views of time in the Eastern 
worldview, this approach values both the past and the future as significant, since, after 
all, progress and redemption are promised by the God of the covenant. 
 
Elazar (1977, 1978, 1980a, b, c, 1981, 1995) argued that not only did the Old 
Testament substantially develop the idea of covenant, it relies heavily upon covenant as 
a means of explaining God’s relationship with man and the divinely-mandated 
relationship between man and his neighbor. God made covenants with man in the form 
of the Adamic, Noahic, Abrahamic, Davidic, and Mosaic covenants (Elazar,1995), and 
the books of the Prophets remind the Israelites that they have abandoned the terms of 
the covenant: 
 
It has been suggested that the prophets even presented their critiques of Israelite 
society in the form of covenant lawsuits. . .. If this indeed the case, then the prophets 
help to round out the covenantal system by suggesting that it has a negative 
dynamic as well, that is to say, it provides a framework for bringing charges against 
Adat Bnei Yisrael [the nation of Israel] for violating the terms of the covenant, and 
this is one of the major tasks of God's messengers, the prophets (pp. 338-339). 
 
Three key terms from the Hebrew Old Testament serve to illustrate the Biblical 
distinctiveness of the covenant idea and the important role that covenant plays within 
the Biblical tradition. The first term is brit, or berith, which are the Hebrew words for 
covenant (Elazar, 1979, 1995; Torrance, 1980), and appears in the Old Testament 286 
times. It essentially means “to bind together or fetter” (Elazar,1995, pp. 64-65). This 
definition speaks to the process of how members are bound together into a new entity 
as they enter into the covenant agreement.  
 
A second Hebrew term is shamoa and/or vayishma, which means hearkening, or hearing 
and choosing to respond. Elazar (1995) noted, "hearkening is a form of consent whereby 
the individual receives an instruction and in the process of hearkening makes a decision 
to accept and follow it" (pp. 70-71). Therefore, hearkening is not merely obeying, 
because obeying is an involuntary response engendered by the nature of hierarchical 
relations. 
 
The third Hebrew term — hesed — means loving fulfillment of covenant obligations 
(Elazar,1995). It plays an essential role in explaining the Biblical idea of covenant, and 
has garnered extensive study (Clark, 1993; Elazar, 1977, 1995; Glueck 1967). Elazar 
(1995) noted: 
 
The operative mechanism of brit [covenant] is hesed. The biblical term hesed is often 
mistranslated as grace but is better translated as covenant love or the loving 
fulfillment of a covenant obligation. Hesed is the operative term in a covenantal 
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relationship, which translates the bare fact of a covenant into a dynamic 
relationship. It prevents the covenant from becoming a mere contract, narrowly 
interpreted by each partner for his benefit alone, by adding a dynamic dimension 
requiring both parties to act toward each other in such a way as to demonstrate their 
covenant love; that is, beyond the letter of the law (p. 71). 
 
The strong emphasis upon covenant in the Old Testament is carried into the New 
Testament (actually, Amos [1996] argued that the word “Testament” may be a poor 
translation, where the correct word should be covenant). The New Covenant was actually 
promised in Jeremiah 31:33, in which God promised to write His law in man’s heart via a 
“new covenant” (McLean, 1980). It was the law of the Mosaic Covenant which the 
Apostle Paul called a teacher—it taught man that he could not live up to the 
righteousness of God on his own. As a result, the relationship which God initiated with 
man in the Old Covenant has been fulfilled through Jesus Christ (Glueck 1967; McLean 
1980; Torrance 1980). Related to the continuity of the covenant idea found in the Old 
and New Testaments is the idea of marriage as a covenant. Marriage, insofar as it too is 
a covenant relationship, is used to demonstrate the relationship between God and His 
people, both in the Old and New Testament (Elazar & Kincaid, 1979; Freeman 1981; 
McLean 1981). 
 
Leadership Application 
As noted above, covenant provides several meaningful points of application for 
leadership best practices. First, covenant provides an ethos of empowerment, mutual 
care, and accountability. Covenants can neither be coerced nor reduced to quid pro quo 
contractual relationships. Pava (2001) emphasized the fact that equal yet independent 
agents come together to create a “shared community.” All parties to a covenant do not 
only carry out certain agreed upon duties, but also care for one another and encourage 
meaningful relationships. The very essence of a covenant is people coming together and 
choosing to care for and submit to one another — remembering again the act of 
hearkening — of choosing to listen and engage. In this way, covenant affirms both 
individual rights and what is best for everyone because individuals retain their own rights 
by caring for one another. Covenant relationships emphasize trust, mutuality, and shared 
values (Neuman & Kickul, 1998). Therefore, covenant relationships are based upon and 
require a deep sense of trust among all engaged parties (Arjoon, 2006). It is worth 
nothing, of course, that this sense of hesed — this sense of mutual care and 
accountability — was demonstrated first by the God of Scripture, both in Old Testament 
covenants and in embodiment of God as man — Jesus Christ.  If Christ demonstrated 
hesed to the same humans who would later want him crucified, no leader can justify 
operating in a paradigm of leadership that is coerced or uncaring of followers. 
 
This point serves as a nice transition to leadership offered by a covenantal perspective. 
In a covenant, leaders serve followers and are accountable to them.  We see parallels to 
this in ideas like servant leadership, where leaders are encouraged to serve, develop, 
empower, and provide for followers (Tuan, 2016). In turn, SL leads employees to be 
more engaged with the group and to care for customers because they have been cared 
for and acknowledged as meaningful contributors to the organization (Ljungholm, 2016). 
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The research on servant leadership continues to abound today, and it would be helpful 
to understand how an interpretation of hesed contributes to servant leadership. But we 
can also see important tie-ins to the study of transformational leadership.  In this 
perspective, leaders inspire followers by creating a sense of shared vision, and letting 
followers contribute to the formation and implementation of that vision. This is similar to 
the very nature of creating and ratifying the covenant. Transformational leaders are also 
urged to see the potential in followers — to call out those gifts which followers might not 
even recognize, and to show followers how much they can actually contribute to 
organizational success. Thus, empowerment is a key facet of TL (Gumusluoglu & Ilsev, 
2009). This encouragement and empowerment again fulfill the covenantal ethos of 
mutual care and accountability. 
 
The process of covenant is again based upon mutual accountability and care, and the 
result is participative decision-making. This is again an organizational best practice that 
involves the process of ensuring that followers have a meaningful say in organizational 
decisions and outcomes. PDM can lead to better decision-making because those 
impacted by the decision have a say in crafting the decision itself, ideally leading to 
better outcomes (Yeung, 2004). In turn, PDM has been found to lead to both perceived 
supervisor and organizational support (Reeves, Walsh, Tuller, & Magley, 2012). If leaders 
understand the importance of being accountable to followers, they will remember that 
PDM is an important practical step in doing so. On a related note, a whole host of best 
practices falls under the umbrella of human resource management, which places an 
emphasis on practices such as self-managed teams, teamwork, job rotation, cross-
training, pay-for-skill programs, and profit-sharing (Cappelli & Neumark, 2001). Likewise, 
HRM has been linked to enhanced organizational citizenship behavior (Paillé, Chen, 
Boiral, & Jin, 2014) as well as decreased employee turnover (Alfes, Shantz, Truss, & 
Soane, 2013).  
 
The structure of covenant is non-centralization. Non-centralization does not describe 
chaos or anarchy, but rather a living, vibrant organization wherein individuals and groups 
have all taken an ownership stake in seeing the organization succeed. Thus, power is 
shared among various centers or “spheres” of influence, and these various spheres 
defer to and collaborate with one another in a spirit of mutual care and accountability. 
Instead of battles over turf or resources, teams and departments come together to find 
the best solution for the organization and for one another. Instead of advancing 
individual agendas, people engage in “big picture thinking” and frame their concerns 
and initiatives in terms of what is best for the organization and those it serves. Instead of 
being over-reliant upon one charismatic leader whose departure can often lead to chaos 
and a decline in performance, non-centralization reflects an active and constant 
development of new leaders who are willing to step forward as the organization grows 
and changes. As noted above, this is different from decentralization. Decentralization 
describes what is often mandated from the top down for the purposes of the removal of 
organizational layers, perhaps to save costs or increase responsiveness and flexibility. 
The research reveals a mixed bag for the benefits of decentralization. When it is done 
well, it empowers lower-level decision-makers to actually make and implement decisions 
(Hempel, Zhang, & Han, 2009). When it is done poorly, it can lead to confused lines of 
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decision-making and lack of accountability and focus (Bannik & Osserwaarde, 2011; 
Esmail, Cohen-Koehler, & Djibuti, 2007). 
 
Finally, the culture of covenant is self-sustaining and again supported by empowerment, 
mutual care, and accountability. A close interface from the research literature is that of 
Spirituality in the Workplace (SIW).  SIW encourages leaders to foster an atmosphere 
where as much as possible, followers can see the link between their personal 
contributions to work and their own personal fulfillment and sense of meaning in life 
(Batcheller, Davis, & Yoder-Wise, 2013). This sense of fulfillment is in turn aided by a 
sense of teamwork, collaboration, and again, empowerment (Gatling, Kim, & Milliman, 
2016). It is no surprise that SIW has been linked to increased profitability, productivity, 
and long-term success for the organization (Khasawneh, 2011; Wang & Han, 2016). It 
can be said to be an outworking of covenantal ideals.   
 
Historical Roots of the Covenant Idea — Does Covenant Work in the Real 
World? 
Looking back at the history of how the idea of covenant influenced society is instructive 
to the question of whether a covenantal model might work in real-world contexts. 
Covenant originated in the ancient era of history, particularly in the Biblical emphasis. 
Because the New Testament took the idea of covenant from the Old Testament and 
expanded its application through the words and work of Jesus Christ, the idea of 
covenant was poised to influence the world through the influence of the early Church. 
Says Kincaid (1978, p. 70): “Growing up on the soil of the Roman Empire and reflecting 
a mix of covenant and polis teachings, Christianity taught that the new covenant, which 
tended to be more personal-individual than that of the Old Testament, made possible an 
entire human community based upon love and faith.” This idea of covenant — a 
community of love and faith — allowed for ethnic diversity under the common faith in the 
Gospel of Jesus Christ. Furthermore, it was within this context that the idea of separation 
of powers — a covenantal framework of action concept—came into play as the early 
Church asserted its independence from any Roman law that prompted disobedience to 
the Gospel and Jewish societal norms (Adams, 1981). So here we see an organization 
birthed and sustained out of love and empowerment of its members rather than a 
hierarchical creation and assignment of value and structure. 
 
The idea of covenant was initially diluted in the Medieval Era due in part because of the 
ways in which the Hebrew terms were translated into Greek. When the Hebrew Old 
Testament was translated into Greek, the Hebrew terms brit and berith were translated 
into the Greek term diatheke (Amos, 1996; Freeman, 1980). The problem with this term 
is that it does not connote a sense of covenant, in which parties come together to agree 
upon terms, but rather a last will and testament, in which one party stipulates to another 
party without any negotiation (Amos, 1996b; Freeman, 1980). Furthermore, when the 
Latin Vulgate was written, translators went directly from the Greek into Latin, meaning 
that diatheke was translated into testamentum (Amos, 1996), thus depriving the 
covenant idea of the power and strength of the original meaning of the Hebrew term.  
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Despite this, Medieval Jews still kept alive an understanding of covenant as they sought 
to preserve their identity in Europe through the establishment of “inter-community 
federations” (Elazar, 1978, p. 16). The legal discussions and debates in these 
federations dealt with questions of participatory leadership and rule by consent. Elazar 
wrote: 
 
In short, the greater part of Jewish public law in the medieval period had to do with 
interpreting the meaning of compacts and the rights and obligations of those who 
came to be party to them, so much so that several historians of the period have 
suggested that Jewish thought on these matters anticipated the political thought of 
Hobbes, Locke, and other seventeenth-century social compact theorists — in my 
opinion, a correct observation on their part, particularly since both schools flowed 
from a common source (pp. 17-18). 
 
Indeed, it was Hebrew scholars who helped introduce the idea of covenant into Western 
Europe. In the 5th Century, Jerome, studying with Hebrew rabbis, translated the Scripture 
into Latin directly from the Hebrew and therefore recaptured the covenantal idea through 
terms like fedis and pactum (Amos, 1996). 
 
Furthermore, it was this emphasis upon covenantal principles that strongly specifically 
influenced both the Reformation and the American founding era and the modern era as 
a whole. To understand this influence, Reformational theology and its history must first 
be examined. A key component of Reformational theology — federal or covenantal 
theology — was developed by Reformational thinkers who accepted Jerome’s emphasis 
of the covenant idea in his translations (Torrance, 1980). Amos (1996b) wrote: 
 
The age of federalism began when the Reformers criticized the existing translations 
of Scripture and used the word "covenant" in many places that older translations had 
used "testament"… After the sixteenth century, the Puritans, the Huguenots, the 
Calvinist Anglicans, and the Scottish Presbyterians moved away from a 
"testamentary" view of God and religion, and adopted a "federal" or covenant view of 
Scripture (pp. 17-18).  
 
This emphasis upon covenant led to radical political implications as Reformers began to 
challenge not only the hierarchical power of the Catholic Church and the divine right of 
kings, but also hierarchical relationships in general. What the early Church had lost — the 
political implications of covenant — the Reformers embraced (Elazar, 1979) and with it 
embraced the notion of empowerment and mutual accountability.   
 
All of this was due to their understanding of covenant. Walzer (1965) argued that the 
Medieval conception of the “chain of being,” with its permanent hierarchical social order, 
was rejected by Reformational thinkers because of their understanding that in the Old 
Testament, the Israelites reaffirmed relationships between God and man and between 
man and man via periodic reaffirmations of the covenants between them. Therefore, 
“the idea of divine calling, in contrast to that of natural hierarchy, did not necessarily 
suggest a permanent social position” (pp.168-169). Hence, no one could claim ultimate, 
permanent authority over another, “unlike the bonds of nature and blood that of consent 
must on occasion be renewed or else it lapses” (pp. 168-169).  
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The non-centralized nature of covenants led many reformers to challenge political 
authority (Reid 1981; Skillen 1980; Torrance 1980; Walzer 1965, 1985). Rulers had an 
obligation to protect the people, and were bound by covenant to do so.  Furthermore, if 
the rulers broke such a covenantal bond, the people had a right to overthrow the king.  
This belief passed from Calvin to Knox, and from Knox to French Huguenots like 
Theodore Beza, who further developed the idea of civil resistance (Reid, 1981). Indeed, 
the idea spread throughout much of Europe (Skillen 1980; Torrance 1980).  
 
In Geneva, Calvin called for a social covenant in which rulers and citizens alike would 
proclaim obedience to God’s law (Walzer, 1985). Within this voluntary, non-coerced 
consent came a sense of mutual accountability and submission. Walzer (1965) declared 
that: 
 
The covenant, then, represented a social commitment to obey God’s law, based 
upon a presumed internal receptivity and consent. It was a self-imposed submission 
to divinely imposed law, but this self-imposition was a social act and subject to social 
enforcement in God’s name. With the covenant, Christian discipline was definitely 
substituted for secular repression; all the citizens of the new commonwealth 
conscientiously accepted an absolute dominion which they recognized as godly. And 
this presumably brought with it an end to such anxiety as could have an earthly end, 
for it vastly increased the effectiveness of the repression of the old Adam (pp. 56-
57). 
 
Calvin also developed a theory of civil resistance known as interposition, in which the 
lesser magistrates have the authority and duty to remove a leader who is violating God’s 
law (Amos, 1994). Such action assumes a material breach of the covenant, in which the 
ruler has violated the nature and integrity of the agreement made with God and the 
people. 
 
Knox, influenced by his readings of the covenant between Old Testament kings and the 
people and Calvin’s writings on covenant, concluded that “drastic action was needed to 
remind the rulers that with the Reformation, England had become a nation covenanted 
to God. The new rulers therefore, were under obligation to govern the country in accord 
with God’s will” (Reid,1981, pp. 4-5). He furthermore argued that the people had the 
right to armed resistance against a king or queen who behaved as a “tyrannical and 
idolatrous ruler” (p. 16). The Scottish reformers followed his lead, “making ‘bands,’ 
‘pacts,’ ‘covenants,’ ‘contracts,’ and ‘political leagues’ to defend their freedom, to 
preserve the rights of a people vis-à-vis their sovereign, and to stipulate the rights of a 
sovereign vis-à-vis his subjects” (Torrance, 1980, p. 2). 
 
The Vindiciae contra Tyrannos, (Vindication against Tyrants) written by Philippe du 
Plessis-Mornay, discussed the idea of a “double covenant” which comprises the 
relationship between the ruler, the ruled, and God. In the first covenant, the ruler is 
responsible to God, and in the second covenant, the ruler and the people together are 
responsible to God.  It was the people who have the authority to choose the ruler (Hill 
1965; Reid 1981;Torrance 1980). Under the theory of divine right, the king rules by 
heavenly mandate and is ultimately not chosen by the people. Samuel Rutherford’s Lex 
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Rex, or the Law of the Prince, echoed this argument, and became a political manifesto 
for Scottish Covenanters (Torrance, 1980). 
 
Covenant ideas also played a role in the establishment of the United Netherlands in 
1609 after the expulsion of the Spanish, including its emphasis on religious tolerance 
(Elazar & Kincaid, 1979). In order to fight the oppression of the Hapsburg empire, 
Switzerland applied “the same federal principles to the confederation of communities 
that they had to earlier unions of individuals and families” (Elazar, 1980b, pp.25-26). 
Furthermore, covenantal theology influenced key political philosophers like Locke, 
Montesquieu, and Hobbes, who spoke of the importance of social contract (Elazar, 
1979; Elazar & Kincaid 1979; McCoy 1980).  
 
Inherent to the idea of challenging hierarchical, arbitrary power was the idea that 
individuals are empowered when entering into a covenant with God. Johannes Cocceius 
(1603-1669), one of the most influential federal theologians of the Reformational era, 
helped develop this idea. McCoy (1980) argued that because Cocceius viewed history as 
a process of divine-human interaction through covenants, the actions of men played a 
key role in advancing God’s plan, both at a socio-political level, but also in the personal 
and corporate struggle against sin. According to covenantal theology, humans are 
responsible for being just and upright. With this emphasis upon individual human 
responsibility came continued religious freedom within the political regime (Skillen, 
1980).  
 
Dutch Reformed theologians Groen, Kuyper, and Dooyeweerd (1980) introduced and 
developed the idea of “sphere sovereignty,” where church and state, as separate and 
Godly-mandated entities, have certain freedoms and responsibilities and that one 
cannot coerce the other. This argument reflects the development of furthering 
separation of church and state, which began in Europe and continued in America. This 
trend was a result not of secularists who felt that religion should be kept out of the 
public square, but rather of devout Christians who, because of their covenantal 
worldview, believed that liberty is best protected for all by keeping church and state from 
interfering with one another’s God-given affairs. Note that this idea of sphere sovereignty 
also affirms the idea of non-centralization where members have taken ownership of the 
organization and defer to and collaborate with one another to achieve success. 
 
As seen, the political ideas inherent to the covenantal worldview — rule by consent, 
mutual accountability, non-centralization, and empowerment — contributed to many of 
the political upheavals in Europe (Elazar, 1980a; McLaughlin, 1961; Walzer, 1985). 
These changes were due to an application of the Biblical definition and explication of the 
covenant idea. In fact, Elazar argued that a key political impact of covenantal theology 
was that “covenant, natural law, and constitutionalism became to a degree intertwined” 
(p. 10), meaning that political radicals had an extensive and well-developed political 
worldview, allowing for individuality and compacting (Amos, 1994; Elazar, 1980). 
 
The changes wrought by covenantal ideas in Europe spread to America as well (McCoy, 
1980). As mentioned above, rulers with a Catholic perspective, and therefore a 
testamentary view of ruling, did not welcome the emphasis upon covenantal principles. 
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Therefore, all across Europe, persecution of Protestants was rampant (Amos, 1996). 
Many Protestants fled their home countries to avoid this persecution, and often they fled 
to America. Amos pointed out that:  
 
All throughout Europe adherents of federal theology who also favored a covenantal 
view of government came under severe repression, including not only the Puritans of 
England, the Presbyterians of Scotland, but also the Huguenots of France. Decade 
after decade, large numbers fled or migrated to America. They brought with them 
their stories of suffering and injustice, and they made sure that their new neighbors, 
their children, and their grandchildren knew the intimate details. The memory of 
these atrocities was still very much alive and current at the time of the American 
Revolution. It was remembered by Puritans and Presbyterians in New England, by 
Huguenots in North Carolina, by Baptists throughout the middle colonies, and by 
Scottish Presbyterians in the Blue Ridge. . .. In America, federal theology flourished 
from the very beginning (p. 25). 
 
America, therefore, was greatly influenced by covenant (or federal) theology (Elazar, 
1979; Lutz, 1988; Schechter,1980). The covenant idea was a large part of the Puritans’ 
approach to life (Greenstone, 1985; Miller, 1956; Miller, 1963; Rothman, 1980;). They 
“sought to place all human relationships on a covenantal basis…Secular government 
among the Puritans was also instituted by compact among the residents (or potential 
residents) of every town. The Mayflower Compact was the first such act” (Elazar & 
Kincaid, 1979, p. 6). McLaughlin (1961) also emphasized the covenantal nature of the 
Mayflower Compact. Winthrop argued that the good commonwealth was one committed 
to “federal liberty” (Elazar, 1981). 
 
The other colonies also adopted a covenantal approach to forming political governments, 
a practice which continued on in the era of statehood (Elazar, 1980a, b, 1981; Elazar 
and Kincaid, 1979; Lutz, 1980, 1988; McLaughlin, 1961; Schechter, 1980). Lutz 
(1980a) argued that “regardless of how we label specific early American documents, it is 
clear from their consent and the context in which they were written that there was a 
strong if not dominant communitarian basis. The use of ‘compact’ rather than ‘contract’ 
implies community, or the desire for community” (p. 6). Furthermore, state constitutions 
and various other legal documents contained frequent references to covenantal terms 
and concepts (Lutz,1980; 1988). In short, constitutionalism as seen in the colonies ― 
and which later evolved into what we know as the American Constitution ― were 
covenantal derivatives and an expression of the importance of mutual care and 
accountability.  People who seek to be empowered — that is, people who seek both 
liberty and order — ensure that power is shared among all relevant members and that no 
one entity is able to consume and abuse power. Rights, liberties, and divisions of power 
are in turn recorded in constitutions.  It is no surprise that during the Founding Era, the 
source quoted the most by the Founders was the Old Testament book of Deuteronomy, 
which itself is the constitution of the Mosaic covenant. If God would limit himself to a 
written accord, surely human leaders can see the value of mutual accountability. 
 
Americans’ understanding of liberty during the founding era mirrored Winthrop’s (1980) 
emphasis upon federal liberty. He noted that “this concept of liberty had its roots in the 
  
 
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
 
165 
L
E
A
D
E
R
S
H
IP
 
Christian notion that men have free wills and are morally responsible creatures as a 
result of their being created by God in His image and likeness. Men are thus meant to be 
self-determining creatures, limited in their actions only by the laws of God” (pp. 7-8).  In 
turn, the Puritan’s emphasis upon liberty, framed within the context of covenantal 
principles, set the tone for future American political developments: 
 
The covenant principle has also served the cause of individual and social liberty. In 
its most basic meaning, the right to contract implies the freedom of all the 
contracting parties. This is one reason why the Puritans, even though aspects of their 
regime in Massachusetts would be considered repressive by contemporary 
democratic standards, can be regarded as the fathers of American liberty. Their 
application of the daring biblical idea that people are free enough to make pacts with 
God became one of the bases for all people’s claims to liberty in relation to one 
another (Elazar, 1980d, pp. 24-25). 
 
We can use this notion of federal liberty as a helpful guide to understanding what 
empowerment truly is. Ostensibly, empowerment is about the designation of freedom 
and power to a particular individual, but if that is all it is, an organization would be 
crushed under the weight of this type of competitive and selfish empowerment. On the 
contrary, for empowerment to work, it must work within the context of covenant. Each 
member must realize that individual empowerment occurs within the restraints of 
covenant, of mutual care and accountability, and of hesed. These are the ties that that 
bind and sustain. Thus, empowerment is not about unlimited freedom or anarchy, but 
about federal liberty — freedom with restraint. 
 
The idea of the covenant formed the basis for its Declaration of Independence from 
Great Britain (Elazar & Kincaid, 1980; Lutz, 1988) as well as its government (Lutz, 
1980). If one reads the Declaration of Independence, the covenantal ethos can be seen 
throughout. It provides an affirmation of human dignity and empowerment, and also 
provides a list of grievances perpetrated against the colonies. The document recounts 
the numerous instances the American colonies sought to mend the damaged 
relationship with Great Britain, without recourse. We can see the same approach as a 
model for the working through conflicts in an organizational setting. Terminations or 
departures should be rare, and only after a strong effort to make things right — to clarify 
expectations, resolve misunderstandings, and preserve the relationship.   
 
Indeed, federal theology was a large part of the American tradition in 1787 because “it 
was not the property of philosophers, theologians, or intellectuals alone. In its various 
adaptations, it was used for a variety of very public enterprises from the establishment of 
colonial self-government to the creation of the great trading corporations of the 
seventeenth century. Americans made covenants or compacts to establish new civil 
societies regularly” (Elazar, 1979, pp. 7-8).  
 
This covenant emphasis, of course, ensured that American citizens were protected from 
arbitrary rule and therefore disempowerment (Elazar & Kincaid, 1979). The American 
emphasis upon individual liberty represented a step forward in covenantal ideas, since 
American colonies and eventually its national government allowed for a much higher 
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degree of popular sovereignty than did her European counterparts (Lutz, 1988). It should 
come as no surprise then, that it was the disregard of the covenant idea that lead to a 
justification of slavery (Greenstone 1985; Kincaid 1978).  
 
Madison, who was influenced strongly by Locke, who was in turn influenced by federal 
theology, also espoused separation of powers as the best way to ensure liberty (Adams, 
1981; McCoy 1980). Hence, American federalism contained a strong emphasis upon 
separation of powers, both within the national government and between the state and 
national government, as a means of ensuring the liberty of vast nation with competing 
interests (Elazar, 1979, 1982; Elazar & Kincaid, 1979; Lutz, 1988). The emphasis upon 
covenant found in the American founding continued throughout America’s westward 
expansion, in the creation of new states and towns (Elazar, 1980 b, c). 
 
The Dutch Reformed Church’s understanding of covenantal theology is indicative of how 
the covenant idea speaks to modern society, with particular emphasis on the family 
structure. Indeed, the Dutch Reformed Church, as it applied covenantal principles, 
interacted with and critiqued modern society as a whole (Bratt, 1980). Furthermore, the 
Dutch Reformed Church drew from Abraham Kuyper’s emphasis upon “sphere-
sovereignty” in which church, state, and family all have key separate yet interrelated 
roles in society. This understanding helped the Dutch Reformed Church to critique and 
interpret modern society (Bratt, 1980, 1981). The church started with an emphasis upon 
the family as the key social unit in society, from which the institutions of church and 
state properly derived. Bratt (1980) contended that “In Dutch Neo-Calvinistic political 
theory, the family constituted the seed and basis of society; in fact, society was really just 
the family writ large” (p. 18).  
 
From this emphasis upon the family sphere, the church was able to provide an 
understanding and critique of the current status of both church and state. For example, 
through an understanding of covenant, the Dutch Reformed Church critiqued 
Protestantism for the two extremes it denigrated into as it ignored covenantal concept of 
individuality within the community context: 
 
The great national churches…[followed] the tendency to live by the organic emphasis 
and to neglect the personal, [while] the minorities, the disenfranchised sects…led in 
the direction of forgetting about the organic and of cultivating only the personal 
aspects of the Covenant doctrine…The failure, on both sides, to make serious 
business of the truth of the Covenants must be put down as the beginning of the 
modern apostasy. The dangers…of an inclusive ecclestiasticism which ignores and 
neglects the cultivation of personal piety in its members, and…of a separatistic 
individualism which lacks all appreciation for historical continuity, are continually 
with us (Bratt, 1980, p. 13).  
 
The Dutch Reformed Church also critiqued modern societal ills as it drew from 
covenantal theology:  
 
Though, in the wake of 1929, for example, Kuyper denounced “the boundless greed” 
and “unscrupulous money-changers” of Wall Street, he would have no part of the 
New Deal’s recovery and reform plans: “We are now specially concerned with the 
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vicious principle underlying the persistent efforts of our administration to extend the 
powers of the State into fields which are not its own…Any intrusion of the State into 
matters which can be taken care of by the people themselves…is an evil and to be 
regarded as a menace to civilization (Bratt, 1980, p. 20). 
 
The strong overall influence of covenant in America, argued Elazar (1961), allowed 
American churches to both address the social evils which European liberals and radicals 
sought to address while at the same time preserving a sense of order and community 
structure which the liberals and radicals abandoned when they left the European 
churches. The key difference between European and American churches, Elazar argued, 
was that in American churches, the laity controlled the membership:  
 
 
In the United States, on the other hand, these same churches were voluntary 
organizations usually controlled by the lay membership (if for no other reason than 
that they paid the bills). Consequently, when and where the spirit of change was 
abroad, either the traditional church itself changed, becoming less orthodox 
religiously, politically, or both; or the liberals joined other religious denominations 
that already represented more of the new liberal spirit of the age (p. 2).   
 
The American church was non-centralized, non-hierarchical, separate from the state, and 
this was due to the strong influence upon covenantal theology upon its psyche. But these 
covenantal ideals transcended church life and influenced the rise of modern 
organizations in America. Elazar (1980b) wrote that:  
 
Scientific and reform societies, labor unions, and professional associations as well 
as business corporations were formed on the basis of compacts or contracts. In 
many cases, they also contracted with one another to form larger organizations while 
preserving their own integrities. In so doing, they extended federalization into new 
nongovernmental areas, a pattern which continues to this day (pp. 23-24). 
   
And it is important to note that in a covenantal framework, contracts are based upon the 
foundation of hesed — the spirit of going the extra mile to serve the other members of 
the covenant. This is, of course, in contrast to contractualism (the author’s term) — 
where contracts are written with much fine print and legalese so as to prevent the other 
side from finding loopholes in the agreement. Though often necessary, we can agree that 
ideally, all parties to a contract would understand not just the letter of the law, but the 
spirit of the law (hesed).  
 
The covenant idea, introduced in the Bible, rediscovered in the Middle Ages, articulated 
in the Reformational Era, and reinforced in the American founding and Westward 
expansion continues today throughout the world: 
 
Today some forty percent of the world’s population lives within the 19 polities which 
have adopted constitutions that at least purport to be federal in character, while 
another 32 percent live within the 18 political systems which utilize federal principles 
to some degree within a formally unitary framework. If we were to add into our 
calculations supranational federal arrangements, such as the European Community, 
the number of polities would be even larger and the share of the world’s population 
directly touched by the federalist revolution substantially increased. While the variety 
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of forms which the federalist revolution has taken is great, the American federal 
system remains the single most influential standard against which all others are 
measured, for better or worse (Elazar, 1982, p. 1). 
 
Summary: Covenant as Unifying Leadership Metaphor 
In review, examining the theological and historical roots of the covenant idea allows for a 
detailed application of covenantal principles into leadership. First, the covenant idea 
stands in contrast to other philosophical and organizational approaches. In short, 
specifically because covenant properly posits a sound foundation for interpersonal 
relationships, it can then be applied to other organizational contexts, including structure, 
culture, and processes. Leaders accept the importance of covenantal duties to empower, 
care for, and collaborate with followers (Caldwell & Hasan, 2016). In turn, it is not 
surprising that covenantal relationships have been found to support organizational 
citizenship behavior (Matherne, 2015). Covenant then provides us with a guiding 
perspective for ethics, leadership, and organizational behavior.  Ethical perspectives 
struggle with properly balancing the importance of individual rights and responsibilities 
with collective, socialized justice. A perspective on virtue ethics, while rightly 
emphasizing having the right attitudes such as justice and love, fail to provide a 
meaningful framework to ensure that those virtues are actually in full operation.  
Utilitarian approaches, while favoring the good of the many, may fail to protect the rights 
of individuals. A covenantal approach affirms the good of the many specifically by 
protecting the rights of each individual who freely consents to the terms of the covenant. 
Meanwhile, the operative principle behind covenant — hesed — assures that the ethical 
emphasis on virtue is also upheld.   
 
This covenantal approach, which has already born fruit in the American democratic 
tradition, can in turn be applied to an organizational perspective. Covenant 
operationalizes the idea of empowerment in all of its facets. This in turn engenders a 
leadership approach based upon servant leadership and mutual accountability and 
organizational processes which encourage participative decision-making and non-
centralization, and a culture based upon mutual care and concern (Fischer & Schultz, 
2010). Non-centralization, is not to be confused with decentralization, because non-
centralization, rather than just being about a “flatter” chain of command, involves the 
sharing of power among various sources so that all have a meaningful say and so that all 
can be involved in supporting the organization with integrity and care (2010).  In short, 
covenant has much to offer us as we seek to build organizations and society on ethical 
leadership, mutual care and support, and justice.  It is hoped that this discussion will 
lead to further study of the covenantal idea. 
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Beyond Bathsheba: Managing Ethical Climates 
Through Pragmatic Ethics 
 
 
Abstract 
This paper explores the puzzling nature of leader behavior 
in order to understand the conditions that encourage 
unethical decision-making. Building on the extant 
literature of pragmatic ethics, I explore how leaders can 
increase the quality of ethical decision-making within their 
organizations by understanding the incentives of rational 
choice. I have developed a rational choice-based ethical 
decision-making model to understand the incentives 
behind ethical leader behavior and find that ethical 
behavior is likely to be rational as long as audience costs remain higher than the savings 
benefits incurred by unethical behavior. I conclude with analysis of how the ethical 
rational model compares to other prominent theories that explain unethical leader 
behavior and propose that the probable outcomes derived from my model better explain 
bad leader behavior than competing control-oriented models. The results of this inquiry 
underscore the transactional and practical characteristics of leadership as a tool to help 
leaders manage their ethical climates, improve business practices and management 
policies, understand the nature of individual incentives, and capture transactional 
components of leader behavior. 
 
Introduction 
Ethical literature provides broad considerations for guiding individual and social 
interaction and enhancing the general welfare of society. However, despite the maturity 
of the scholarly ethical discipline, stories of leaders who exhibit unethical behavior are 
legion. Such leaders exhibit such poor behavior for seemingly no logical reason; as 
prominent business, government, and military leaders, they are all highly intelligent, well 
educated, economically well off, and professionally accepted at the highest levels. These 
leaders appear to have everything going for them, yet risk ethical misbehavior for 
relatively modest gains. This observation presents an interesting puzzle: why do 
seemingly advantaged leaders engage in poor ethical behavior when they already have 
such an advantage over others? Moreover, what can leaders do to avoid such behavior? 
 
In answering this puzzle, several explanations come to mind. Theories involving issues of 
greed, competition, relative power differences at top echelons of responsibility, and 
mental illness could offer simple explanations for potentially complicated behavior. 
However, scholars offer other explanations that are more helpful but that remain 
altogether unsatisfying. Park, Westphal, and Stern (2011) find that flattering comments 
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from subordinates to CEOs are causal in producing leader overconfidence and biased 
decision-making (Park, Westphal, & Stern, 2011). Park et al. find that high social status 
in leaders exposes them to increasing levels of flattering comments and behavior (p. 
261) which inflates a leader’s sense of effective personal judgment and decreases a 
leader’s ability to recognize poor performance or challenge ineffective strategies (p. 
267). Park et al.’s research suggests that leader behavior evolves over time so that 
leaders expect unwavering conformity and fall victim to “believing their own press” where 
they lose the ability to identify personal and performance-oriented shortcomings (p. 
259). 
 
Other scholars offer a simpler explanation for unethical leader behavior related to 
competition and relative power differentials at top levels of leadership. Ludwig and 
Longenecker (1993) noted that “ethical violations by upper managers are the by-product 
of success, not of competitive pressures” which makes the aforementioned puzzle even 
more intriguing (Ludwig & Longenecker, 1993, p. 265). According to the authors, ethical 
misbehavior evolves as leaders become complacent, gain access to privileged 
information, increase access to critical resources, and gain the ability to manipulate 
more favorable outcomes (p. 265). In short, this theory provides an ego-centric approach 
to understanding bad leader behavior, in contrast to the success-oriented theory 
proposed by Park et al., to explain unethical leader behavior as involving more than the 
need to cut corners in an increasingly competitive environment.  
 
In the spirit of pragmatic ethics, I am proposing a more parsimonious explanation for 
leader behavior. As scholars note, pragmatic ethics is about the process of decision-
making such that “good ethical choices emerge through the use of inquiry” (Johnson, 
2015), as well as “giving primacy to habits” which “carry the past into the present” 
(LaFollette, 2013, p. 402). In understanding pragmatic ethics, a strategic choice model 
will add to ethical leadership literature and provide a unique explanation for how ethical 
considerations positively or negatively influence expected leader behavior. The results of 
this inquiry underscore the transactional and practical characteristics of leadership as a 
tool to help leaders manage their ethical climates, improve business practices and 
management policies, understand the nature of individual incentives, and capture 
transactional components of leader behavior.  
 
This paper employs a deep-dive approach to understanding pragmatic ethics to uncover 
how pragmatic ethical processes give primacy to more strategic ethical decision-making. 
Furthermore, I employ the expectations of pragmatic ethics as utility variables that 
impact the strategic nature of ethical decision-making and present a rational choice 
model to uncover the conditions that incentivize ethical leader choices.  
 
Pragmatic Ethics 
Pragmatic ethics can positively influence strategic decision-making to underscore the 
fundamental and continuing Deweyan notion that pragmatic ethics remain process-
centric, scientifically compatible, logical, and habit-driven (Johnson, 2015; LaFollette, 
2013). Furthermore, the literature of pragmatic ethics sufficiently uncovers a 
relationship between ethical considerations and strategic choices that provide a 
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nuanced understanding of the variables that inform leader choices in ethically-
challenging environments. 
 
Whitford (2002) challenges rational actor theory and its assumed “paradigmatic 
privilege” by challenging the “portfolio” assumption that beliefs and desires are sufficient 
inputs for strategic utility models (Whitford, 2002, p. 327). However, Whitford’s theory 
takes an overly continuous view of pragmatism where “ends” of one choice become the 
“means” of the next choice. In countering Whitford’s argument, a strategic choice model 
would reduce the level of analysis from the systematic to the individual level and take a 
Bayesian approach to understanding changes in decision-making over time. In pragmatic 
terms, lessons learned through early leader choices impact the habits of leader choices 
in later decisions (LaFollette, 2013).  
 
Using a business-oriented model, Woiceshyn (2011) examines ethical decision-making 
through the premise that “unethical decisions harm the decision makers themselves as 
well as others, whereas ethical decision makers have the opposite effect” (Woiceshyn, 
2011, p. 311). The author presents a theory of rational egoism where “reasoning 
(conscious processing) and intuition (subconscious processing) interact through forming, 
recalling, and applying moral principles necessary for long-term success in business” (p. 
312). Woiceshyn also considers previous studies that found “managers employ the 
same process when making decisions involving ethics as they do for any long-term 
decisions affecting their companies” to imply that ethical choices can be more optimal 
than unethical ones, which supports my research interests in rational ethics (p. 312). 
Furthermore, Woiceshyn introduces causal factors for leader behavior to include 
audience costs and the probability of getting caught; this “moral intensity” according to 
Trevino and Youngblood, can be applied in a strategic choice model (p. 312).  
 
In addressing LaFollette’s (2013) habit-forming aspects of pragmatic ethics, Caras and 
Sandu (2014) argue for the “epistemic and pragmatic need and academic functioning of 
a model embodied in ethical expertise” (Caras & Sandu, 2014, p. 142). For Caras and 
Sandu, ethical expertise involves “rigorous training in moral philosophy” as “an 
imperative condition for an ethics expert, precisely because his role is to provide 
professional counseling to professionals whose expertise does not involve ethics 
exclusively” (p. 143). Although Caras and Sandu fail to address the relative utility of 
expert counsel, they clarify the distinction between performative and pragmatic 
expertise, which makes a valuable connection between ethical counseling and utility.  
 
Ali and Lin (2013) explore pragmatism in voter theory to identify when a rational person 
would “incur the cost of voting, even when it is improbable that any one of them is 
pivotal” (Ali & Lin, 2013. p. 73). This gives explanatory power to understanding the 
potential costs of ethical behavior given inherent inefficiencies in achieving outcomes in 
intensely competitive environments. Ali and Lin also offer a mathematical explanation for 
voter behavior and add support for the rational approach by identifying how audience 
costs and varying probabilities of being caught can impact the expected utility of leader 
choices. They also imply that increased transparency can influence the above factors 
and add further explanatory power to a strategic choice model to imply that ethical 
transparency might also motivate ethical decision-making for a rational actor. 
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Pihlström (2013) investigates religious pragmatism as “a middle path option for those 
who do not want to give up either their scientific worldview or their possible religious 
sensibilities” (Pihlström, 2013, p. 27). This concept avoids the scientific implications of 
my research into rational pragmatism by sidelining the strictness of empirical evidence 
toward a “richer conception of evidence as something that can be had, or may be 
lacking, in the 'laboratory of life’” (p. 28). However, the author does suggest that 
pragmatism informs the context of both religious and non-religious groups to “recognize 
someone or some group as belonging to the same intellectual community of inquirers” 
(p. 34).   
 
In a similar vein to Pihlström, Martela (2015) celebrates pragmatism as an alternative 
way to understand the “clash between positivists and constructivist research 
methodologies in organization studies” (Martela, 2015, p. 537). The positivist approach 
expresses the current understanding of indigenous leadership and “general theories 
about organizations and their members, which are reminiscent of the powerful universal 
laws found in natural sciences” (p. 538). Likewise, the constructivist approach assumes 
that reality can be “subjective constructions built from a variety of symbolic constructs” 
that lack the universality of positivism. Pragmatism, as a third way, might help 
organizational research to be “navigated in beneficial directions while avoiding both 
extremes” (p. 538). Martela argues that pragmatism can add “ethicality and practical 
relevance into organizational research” (p. 538) which supports a utility-based 
bargaining perspective where pragmatism might explain the bargaining space between 
competing political actors (Bapat & Kwon, 2015; Lake, 2010; Walter, 2009).  
 
Farjoun, Ansell, and Boin (2015) draw upon organizational research to explore 
pragmatism as “the problem-solving philosophy that builds on a rich and behaviorally 
plausible model of human nature” (Farjoun, Ansell, & Boin, 2015, p. 1787). Interestingly, 
they also use pragmatism to challenge both rational and structural models in favor of “a 
richer and more realistic view of human behavior” to account for the individualistic, 
social, and complex nature of individuals (p. 1788). However, pragmatism can serve as a 
theoretical bridge that connects rationality to ethical considerations to support rational 
choice by providing “effective desires [that] furnish us with our working capabilities” (p. 
1790).  
 
Kelley and Nahser (2014) argue that pragmatic thought is a pedagogical tool that 
“prepares students to become responsible managers, to develop sustainable strategies, 
and to be creators of shared value” (Kelley & Nahser, 2014, p. 631). This concept not 
only supports the ethical value of the pragmatic ethical perspective as compared to 
utilitarianism, Kantianism, altruism, and justice models but lends potential to rational 
ethics (Johnson, 2015). They underscore the need to move beyond simple analysis to 
more integrated systems thinking to identify how strategic leaders can combine 
rationality and utility with improved ethical behavior (p. 636).  
 
Baker and Schaltegger (2015) challenge common global responses to inequality and 
environmental concerns by contrasting the “commercial and industrial activity by various 
organizations aimed at meeting the financial demands,” against a “broader set of 
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stakeholders including governments, NGOs and the media” endeavoring to hold the 
former accountable (p. 264). The authors not only tie together the rational influence that 
pragmatism can have on strategic models but also suggest how “wicked problems” 
challenge the creative and judgment-based abilities of decision-makers that can be 
proven neither right nor wrong (Conklin, 2001, p. 8-9).  
 
Morgan (2014) observes pragmatism from a social research perspective to challenge 
pragmatism's association with mixed-methods scientific research. Specifically, Morgan 
reinforces philosophical rather than qualitative characteristics of pragmatism “by moving 
beyond the narrow approaches that reduce pragmatism to practicality” (Morgan, 2014, 
p. 1045). Similarly, Ali and Lin’s (2013) explanation of the impact of audience costs on 
voting behavior (p. 75) is underscored by Morgan’s pragmatic explanation for 
understanding actions and choices as “not just what researchers do but why they do 
things the ways they do” (Morgan, 2014, p. 1051). Although Morgan challenges some of 
the scientific assumptions of pragmatism, the potential for ethical considerations to 
inform choices remains valid.  
 
The scholarly perspectives outlined in the literature of pragmatic ethics define a gap in 
the ethical literature that remains insufficiently covered in rational actor theory and 
reinforces the potential for pragmatic ethics to inform utility-based strategic decision-
making. In the following section, I explore the potential for pragmatic ethical 
considerations to impact ethical choices following the Deweyan aspects of inquiry 
against the backdrop of a theoretical strategic choice model.  In taking Johnson’s (2013) 
words to task, I use a rational choice model to borrow from the “same strategies as 
solving other dilemmas” in providing a unique, imaginative, and creative understanding 
of ethical behavior (p. 167). 
 
A Theory of Rational Pragmatism 
The literature of pragmatic ethics underscores the connection between ethical 
considerations and rational choices. To support the theoretical expectations of pragmatic 
ethics, a stylized strategic choice game can explain the impact of ethical considerations 
on a leader’s rational utility and can uncover how the utility of ethically superior choices 
compare to less ethical ones. Rational choice theory is based on the primary assumption 
that “a decision-maker chooses the best action according to her preferences, among all 
actions available to her” (Osborne, 2003, p. 4). Furthermore, the terms “utility” and 
“payoff” reflect only the decider’s preferences, regardless of “the nature of her likes and 
dislikes” (p. 4). In presenting a rational choice model, I expose the theoretical impact of 
multiple factors that influence a decision-maker’s overall payoff and expand on the 
benefits and costs that remain constant across competing choices. Additional factors in 
the model capture potential for savings benefits and audience costs to incentivize 
unethical leader behavior.  
 
The game begins with a Leader’s (L) choice between two mutually exclusive decisions 
that compete between an ethical (E) and unethical choice (~E) as described in Figure 1 
below. The payoff for E is expressed as a function of benefits (B) minus costs (C) where 
the difference represents the overall payoff (B – C). Likewise, the payoff for ~E considers 
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the same B and C but also incorporates other factors that affect the overall utility of ~E. 
For purposes of simplicity, this model only considers savings (S), defined as benefits that 
follow from unethical choices that include variations in B, reductions in C or other 
shortcuts so that the payoff of (B – C + S) > (B – C). Without the value of S, the two 
choices would be equal and L would have no incentive to ever play ~E. However, leader 
behavior suggests that L often does play ~E, implying that in some cases ~E > E. For the 
purposes of understanding this model, it is assumed that B and C are identical for each 
choice, the goal of L is to maximize the value of the total payoff, and the choices are 
mutually exclusive and exhaustive. The model’s usefulness serves only to explain the 
impact of the ethical variable on a leader's choice such that, ceteris paribus, all other 
factors are constant. 
 
Figure 1. Ethical Choices for Leader Decisions 
 
  
 
Adding to the complexity of the model are the ideas presented by Ali and Lin (2013) 
where the probability of being exposed for engaging in bad leader behavior adds to the 
utility of a rational choice. For ~E, there is a probability of getting caught (P) and not 
getting caught (1 – P), where the choices are exhaustive and where P + (1 – P) =1.  
 
Furthermore, the model captures the negative effect of getting caught in the form of 
audience costs (C*) so that (B – C) > (B – C – C*). Incorporating S and C* into the model 
serves to ensure specific conditions that affect L’s utility; not getting caught playing ~E 
has higher utility than E such that (B – C + S) > (B – C), while getting caught playing ~E 
has a lower utility than E such that (B – C) > (B – C – C*). For choice E, there are no 
negative ethical considerations and L neither worries about P nor C*, as both P and 
C*=0.  
 
In calculating the expected utility of both choices (E and ~E), L is expected to calculate 
the “utility for each possible outcome times the probability of that outcome’s occurring if 
a given action is chosen” (Morrow, 1994, p. 350). Under the assumptions of rational 
choice theory, expected utility (EU) drives the decision- maker’s preferences (Cohen & 
Cohen, 2008; Morrow, 1994; Osborne, 2003). If the EU of L’s choices are such that 
EU(E) > EU(~E), a rational L should choose E. If the conditions are such that EU(~E) > 
EU(E), then a rational L should choose to play ~E. The following summarizes the EU for 
both E and ~E: 
   EU(E) = (P)(B – C) + (1 - P)(B – C) =  
    = (0)(B – C) + (1)(B – C) =  
    = (B – C) 
   EU(~E) = (P)(B – C – C*) + (1 – P)(B – C +S) 
L 
E 
~E 
(B – C)  
  (P)(B – C – C*) + (1 – P)(B – C +S)  
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Therefore, to answer the research question proposed, ethical considerations can impact 
the overall payoff of a rational choice model so that L should choose to play E if it can be 
determined that EU(E) > EU(~E), given the guaranteed payoff of (B – C) compared to the 
probability of getting caught and the risk of getting a payoff of (B – C – C*). In the 
interest of simplicity, solving the equation (B – C) > (P) (B – C – C*) + (1 – P)(B – C +S), 
reveals the potential for rational ethics to be true given that audience costs (C*) meet 
the following criteria: 
 
C* >  
𝑆(1−𝑃)
𝑃
 
 
This means that L is likely to choose the most ethical choice when audience costs (C*) 
outweigh the benefits of savings (S) based on L’s probability of getting caught. Using 
variable probabilities of P, and holding the value of S constant, the equation reveals the 
expected relationship between getting caught and leader behavior at the extremes. 
When P is 0, L should play ~E and when P is 1, L should play E. However, outside of a 
strict binomial distribution for P, the results are more dynamic.  
 
Modeling alternative values for P such that 0 > P > 1, we find the value that C* becomes 
inversely proportional to P as P 1, meaning that the threshold for audience costs to 
encourage ethical behavior drops drastically as P increases to 1 and that C* > 0 always 
remains true. However, when the probability of getting caught is low (0 > P > 1/2), EU(E) 
> EU(~E) will only be true when C* is significantly higher than in cases where P > 1/2. 
The graph in Figure 2 illustrates that the relationship between increasing P and 
monotonically decreasing C* thresholds. When the probability of getting caught is below 
P = 0.5, audience costs thresholds must be significantly higher than when the probability 
of getting caught is high.  
 
Figure 2. The Effect of Increasing P on C* (S is constant)  
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Furthermore, when P is uncertain (P =1/2), the threshold for C* to impact leader choices 
is already approaching C* > 0. However, the model also indicates an expected 
relationship between C* and S such that L will only play E as long as C* > S when 
P=1/2. In Figure 3, when the value of S is increasing while P is held constant at low, 
medium, and high probabilities, we see that audience cost thresholds increase at varying 
rates. When the probability of getting caught is low (Low P), the threshold for C* 
increases linearly so that C* >S and C* > 0 is true for all values of S. Thus, even when 
the probability of getting caught is low, the C* threshold creates conditions where EU(E) 
> EU(~E) and L remains expected to play E. When the probability of getting caught is 
uncertain at P=1/2 (Mid P), the ratio of C* to S remains fixed at 1 to 1 so that C* is 
never greater than S. At this point, EU(E) cannot surpass EU(~E) and L remains 
incentivized to play ~E. Lastly, when P is high (High P), the threshold for C* remains near 
but greater than 0 so that L remains incentivized to play E. 
 
Figure 3. The Effect of Increasing S on Low, Medium, and High P on C* 
 
 
However, this solution becomes more complicated when considering the potential for S 
to be increasingly high. In conditions where P is uncertain and the value of S  ∞, the 
assumption that audience costs remain greater than savings becomes problematic. In 
fact, negative publicity in a media-driven world could have a paradoxical effect on the 
value of audience costs so that decision makers are rewarded for unethical behavior. 
Some decision makers gain popularity following unethical choices, which serve to 
discount the value of C* in any realistic manner. This model does not explain cases of 
extreme savings or diminishing audience costs, which would require significant 
modifications for the utility of E and ~E in such cases.  
 
Conclusion 
The purpose of this paper was to help leaders and managers understand pragmatic 
ethical considerations from a rational perspective, given the understanding that 
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pragmatism provides a more process-oriented, scientifically compatible, and habit 
developing ethical construct than other more normative ethical considerations. Using 
this model as a tool, leaders should be able to limit unethical decision making by 
understanding rational incentives, anticipating potential bad behavior, and improving 
policies and practices where bad ethical choices occur. Despite lacking a “normative 
core” pragmatic ethics provides leaders with an opportunity to incorporate ethical 
behavior into increasingly uncertain environments (Johnson, 2015). That said, the 
normative disadvantage of pragmatism could potentially limit pragmatism’s use in real-
world situations where leaders are known to fall short in demonstrating ethical behavior.  
 
In contrast to other research that suggests leaders evolve into bad ethical decision 
making due to flattering comments and unrealistic expectations for success (Ludwig & 
Longenecker, 1993; Park et al., 2011), the question of how strategic choices influences 
rational leader behavior helps to better understand one aspect of negative human 
behavior. Does the nature of human behavior reveal that “cheaters never win,” or does 
leader behavior actually suggest the darker reality that “nice guys finish last?” Through 
the extant literature of pragmatic and rational ethics, the expected value of rational 
choices can help understand leader ethical behavior.  
 
By modeling the rational incentives that influence leader choices, the rational model 
uncovers how varying probabilities of getting caught, combined with audience costs and 
savings benefits, contribute to unethical leader behavior. Likewise, the model supports 
the idea that ethical behavior, especially in uncertain conditions, can remain rational as 
long as audience costs remaining sufficiently high. That said, the potential for the 
savings associated with unethical choices to become increasingly high makes the 
assumption that audience costs can keep up with savings to positively impact leader 
behavior problematic. At some point, audience costs could reach a maximum value while 
savings benefits continue to rise and this model does not claim to explain behavior at 
such extremes. 
 
Lastly, the model provides an alternative explanation for unethical leader behavior at 
senior levels that goes beyond flattery and clarifies the findings of Ludwig and 
Longenecker. The model adds a practical dimension for enabling leaders to understand 
the role that personal incentives play in managing ethical climates from a transactional 
perspective. Instead of ascribing a leader’s bad behavior to an increasing belief in the 
ability to “manipulate outcomes,” my model’s transactional approach to suggest that a 
leader’s bad behavior follows largely from the expected probability of getting caught. 
Policies that favor transparency and increase the probability of exposing unethical 
choices can help leaders better leverage audience costs to encourage ethical behavior. 
Although the two explanations share similarities, Ludwig and Longenecker’s explanation 
relies upon an internal locus of control over outcomes, while the rational model suggests 
an external locus of control predicated on the stochastic nature of probability. By 
switching the causal variable from individual control to random probability, leaders might 
better understand that getting caught is less a function of skill and more of a function of 
inevitability over time. 
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What are the Details of the Book? 
If you want to understand life leadership, read this book. If you want to achieve success 
with integrity, read this book. If you want to grow as an ethical leader, read this book. If 
you want to provide meaning to your life, read this book. Frank Sonnenberg’s authored 
book Booksmart: Hundreds of real-world lessons for success and happiness, provides 
meaning to your personal, professional and social life.  
 
What is Inside? 
This book unfolds that there are a number of bad actors in every organization who 
advance their careers on the backs of others. Here are eight you may recognize:  
 
Emperors: These people climb the corporate ladder by capitalizing on who they know 
rather than on what they’re contributing. They may have friends in high places, have their 
walls filled with diplomas, or have previously worked for blue-chip companies. They’re 
like an oasis. They may look wonderful from a distance, but the closer you get, the more 
obvious it becomes that it’s all a mirage. In this case, emperors truly have no clothes.  
 
“As a professional book reviewer for various 
eminent international journals, I read thousands of 
books. This is definitely one of the most inspiring! I 
strongly recommend it.” — Professor M. S. Rao  
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Pretty Boys (or Girls): These people really look the part. They are the trendiest dressers, 
belong to the finest country clubs, and look like they could be on the cover of Vogue or 
GQ. Similar to Emperors, the Pretty ascend the corporate ladder based on appearance 
rather than performance. But their veneer is thin, and when challenges materialise, they 
often buckle and retreat.  
 
A-Kissers/Sycophants: These people spend all their time fawning over their superiors. 
“You need to reduce costs? No problem. We just won’t give people raises this year.” (Too 
bad there’s only enough for management.) These A—Kissers spend 99.9 percent of their 
time in closed-door management meetings with little time to provide direction for their 
own teams – regardless of the impact that it has on results. In this case, it’s only a 
matter of time before their people say “ENOUGH” and tell THEM to kiss off.  
 
Delegators: They say there are two kinds of people: those who are willing to work and 
those who are willing to let them. These counterfeit superstars are in the latter group. 
They have the power to say, “You want something done? No problem.” Then they 
mandate that their workers stay late while they leave at 5 pm. These people always 
volunteer for more and have the cleanest desks in the office. How’s that possible? It’s 
because they delegate everything! In this case, the only thing that stops at their desk is 
the credit they don’t deserve, not the work. 
 
Schmoozers: These folks could win an award for Mr. or Ms. Congeniality. Everybody loves 
them. Schmoozers know all the ballgame stats; they know how to tell a joke; and they’re 
up-to-date on the inside dirt. Their colleagues like them so much that they don’t mind 
taking on their workload while the schmoozer is entertaining clients elsewhere. In this 
case, work is a party for schmoozers.  
 
Bystanders: These slouches do just enough to get by. They’ve been with the organisation 
for a zillion years, rarely speak up, and would make themselves invisible if they could. 
They spend their days moving piles of paper on their desks while they watch everyone 
else go crazy trying to get the job done. In fact, when they’re out on vacation, nobody 
even knows they’re missing.  
 
Scavengers: These are the types who take the credit for everybody else’s work. They 
surround themselves with talented people and spend the day determining if there’s an 
idea worth stealing – while they fine-tune their personal PR machine. In this case, they’ll 
continue to rise up the company ranks as long as their “credit” remains good.  
 
Busybodies: These individuals spend their whole day trying to prove how busy they are. 
Whenever they’re asked to do something, they spend 20 minutes describing how much 
work they have on their plate. In this case, if busybodies ever needed a role model, they 
could look to a turnstile – it’s out in front, goes around in circles, creates wind, but never 
gets anywhere.  
 
Any of these personality types sound familiar? Don’t get angry – they’ll get their due. 
They think they’re fooling the world, but sooner or later, everyone catches on to them. 
  
The fact is, by pulling their antics, these counterfeit superstars not only make colleagues 
row harder to compensate for their deficiencies, they steal the spotlight from very 
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talented people who deserve the recognition. This destroys morale, hurts productivity, 
and damages competitiveness.  
 
As time goes on, you’ll be able to look back on a life marked by honor and self-respect. 
Meanwhile, these counterfeit superstars will start to believe their own press, and they’ll 
get sloppy. Or – ultimately – if they’re not caught, they’ll meet their match when they run 
into someone else who beats them at their own game. 
 
This book outlines 14 guideposts for your journey through life: 
  
1. Be your own person. Get real; be yourself. Consider the advice of others, but trust 
yourself in the end.  
2. Make yourself proud. Do your best; nothing less. Set standards of excellence that 
make the most important person – you –proud.  
3. Keep good company. Surround yourself with positive people who genuinely care 
about your well-being and bring out the best in you.  
4. Find your passion. Pursue your dreams with fervor, and put your heart into 
everything you do. Everyone was put on this earth for a purpose … what’s yours? 
5. Make a difference. Be a positive force in people’s lives. It doesn’t require a gift 
from your wallet but rather, a caring heart.  
6. Prioritize your activities. Focus on the things that matter most. Everything on your 
plate isn’t of equal importance.  
7. Invest your time. Think of time as your most valuable currency, and invest it 
wisely.  
8. Be accountable. Accept responsibility for your behavior. When things go well, 
accept your well-deserved rewards. When they don’t, admit fault, learn from your 
mistakes, and move on.  
9. Face reality. Be the change you want to be. If you look in the mirror and don’t like 
what you see, don’t blame the mirror.  
10. Invest in yourself. Don’t stop educating yourself. Learn something new every day. 
You’ll be able to leverage that investment for the rest of your life.  
11. Be grateful. Appreciate what you have, while you have it, or you’ll learn what it 
meant to you after you’ve lost it.  
12. Create lots of memories. Take time to smell the roses. Possessions age and lose 
value over time; memories last forever.  
13. Remain true to your values. Compromise on your position, but not your principles. 
Listen to your conscience. That’s why you have one.  
14. Guard your reputation. Protect your reputation like it’s the most valuable asset 
you own. Because it is!  
 
Leadership Takeaways 
 Follow your conscience. Sleep well.  
 Make every moment matter.  
 It’s your life to live. Own it! 
 You have to live with yourself for the rest of your life.  
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 The happiest people don’t necessarily have the best of everything they just make 
the best of everything they have.  
 People who live a life of purpose have core beliefs and values that influence their 
decisions, shape their decisions, shape their day-to-day actions, and determine 
their short and long-term priorities.  
 Measuring progress is often like watching grass grow. While it’s difficult to detect 
movement on a daily basis, it’s simple to see growth over time.  
 Checking items off a to-do list doesn’t determine progress; focusing on your 
priorities is what counts.  
 A positive mental attitude can improve your health, enhance your relationships, 
increase your chances of success, and add years to your life.  
 If you stop focusing on all the reasons why you can’t do it, you just may surprise 
yourself to see what you can do.  
 There’s more to life than increasing its speed.  
 Moral character is the DNA of success and happiness.  
 Every time you give your word, you’re putting your honor on the line.  
 Mistakes don’t make you a failure, but beating yourself up makes you feel like 
one.  
 Learning is as much an attitude as it is an activity.  
 We’re so busy keeping busy that we fail to see the error of our ways.  
 Being frugal doesn’t mean slashing your spending or depriving yourself of things 
that you enjoy. It means knowing the value of a dollar and making every effort to 
spend it wisely.  
 People who are frugal understand the value of a dollar and make informed and 
thoughtful decisions. People who are cheap try to spend as little money as 
possible.  
 While social media helps us keep in touch with our casual acquaintances, 
meaningful relationships require something more. 
 You may not have the control to lengthen your life, but you can do much to 
deepen it.  
 Failing one time – or even several times – doesn’t make you a failure any more 
than losing one game makes you a loser.  
 Appreciate what you have, while you have it, or you’ll learn what it meant to you 
after you lose it.  
 Don’t wait a lifetime to satisfy your needs or you may live to regret it one day.  
 Although the costs of not delegating may be invisible, the price that you pay is 
real.  
 Take ownership of your life decisions rather than relinquishing that responsibility 
to others.  
 If we disregard our values, we’ll open our eyes one day and won’t be able to 
recognize “our world” anymore.  
 Many people are actually poor because the only thing they have is money.  
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 Most people know how to put on a show when a situation matters; the key is to 
behave properly even when you think it doesn’t.  
 Life is like playing musical chairs – you never know when the music will stop.  
 Shared beliefs and values form the heart of every successful relationship and 
ultimately determine its success.  
 Don’t wait until you desperately need a social network to begin developing one.  
 Keeping score, in friendships, is a losing game.  
 Forgiving doesn’t mean forgetting, nor does it mean approving of, what someone 
did. It just means that you’re letting go of the anger toward that person.  
 People stop trying when there’s no benefit for being exceptional and no 
consequence for being mediocre.  
 Feedback is helpful and constructive; criticism is hurtful and damaging.  
 Being a good loser helps build character, provides valuable lessons, and helps 
you become mentally prepared for your next challenge.  
 The best networkers have learned that, as with anything in life, what goes around 
comes around.  
 We’ve become so addicted to instant gratification that we’re blind to the impact it 
has on our lives.  
 Taking a calculated risk is not the same as gambling. One is taking a risk after 
considered judgment; the other is leaving everything to the roll of the dice.  
 When you make a promise, you’re not giving your word in erasable pencil, you’re 
inscribing your commitment in indelible ink.  
 Knowing what’s right isn’t as important as doing what’s right.  
 Ask yourself whether the problem will matter in a year or two. If not, it may be a 
trivial issue unworthy of your concern.  
 There are simply no shortcuts in the long run.  
 Having kids is not the same as being a parent.  
 Life is a classroom.  
 Trust is like blood pressure. It’s silent, vital to good health, and if abused it can be 
deadly.  
 Moments, rather than possessions, are the true treasures of life.  
 Achieving success is hard; staying successful is even harder.  
 You send a message by what you say and what you do. If words aren’t supported 
with consistent actions, they will ring hollow.  
 We place artificial demands on ourselves that undermine our happiness. These 
demands force us to work harder and harder to cross a finish line that keeps 
moving.  
 Honest people never fear the truth.  
 Your life is determined by the sum of the choices YOU make.  
 Moments don’t last forever, but their memories do.  
 Without trust, no company can ever hope for excellence. 
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This book outlines 10 tips to create better life balance; 11 ways to earn respect; 13 ways 
to prove your honesty; 17 action steps to take during tough times; 50 shades of waste; 
40 questions every leader should answer; 20 common decision-making mistakes to 
avoid; 50 ways to lose trust and credibility; 50 questions to unlock your potential; 50 
insane mistakes companies make; and 52 ways to be rich without being wealthy; and 8 
ways to build a great reputation; and 46 ways to improve relationships and foster 
teamwork.  
 
What is the Recommendation? 
This book outlines inspiring quotes. It emphasizes ethical values and implores you to 
achieve success with integrity. The language is conversational, and the leadership ideas 
and insights are well punched. Most books emphasize knowledge but this book 
emphasizes ideas and insights that will change the way you think and look at others. It 
improves your attitude, personality and behavior. It is an inspiring book on life 
leadership, and a must read for everyone to lead their lives with dignity and honor.   
 
This book is useful for learners and leaders at all levels. You can gift this book to your 
friends and they will thank you forever for your kind gesture. Strongly recommended 
reading this book!   
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As one who has been a long-standing advocate of combining heart and head in 
conducting business operations or in defining institutional management per se, I 
naturally gravitated toward case studies which depict several companies consciously 
opting for long-term, sustainable growth goals over myopically pursuing short-term 
profits. Over two decades ago, a global proprietor with roots in Atlanta, Georgia emerged 
as what Forbes termed, the “greenest CEO on Earth.” Ray C. Anderson had taken his 
carpet company, Interface Global, on what he termed to be a “mid-course correction,” 
adopting a new operational paradigm – essentially, a new way of thinking – based upon 
the “triple-bottom-line” metrics of economic performance, social responsibility, and 
environmental stewardship. The radical change stemming from his self-described 
epiphany had been largely precipitated by a book that “landed upon my desk.” It was 
Paul Hawkins’ The Ecology of Commerce.  One book caused a complete change of 
paradigm that affected industry worldwide. 
 
And now we have Win-Win Corporations (WWC) written by scholar, researcher, and 
teacher, Dr. Shashank Shah, who, over the last decade, has been granted unparalleled 
access to corporate giants within India – the world’s fastest growing economy. At first 
glance, the title evokes an image of a motivational manual for how to succeed in 
business, but upon delving into its chapters, it becomes abundantly clear that the reader 
has just uncovered a work of art – the encapsulation of the discoveries of one person’s 
deep, intellectual curiosity into how industry can both prosper and do good – or as Ray C. 
Anderson instructed 20 years ago, “doing well by doing good.”  
 
Throughout his introduction, Shah incorporates the basic moral teachings of classical 
scholars and interjects several theoretical and moral underpinnings derived from major 
world faiths. He emulates a mode of organizational analysis similar to the governance 
guidelines and performance metrics of the Global Reporting Initiative in Amsterdam, The 
Netherlands – a triple-bottom-line reporting tool used by the majority of the Fortune 
5000 companies and hundreds of thousands of SMEs. But his narrative greatly exceeds 
any type of commonplace reporting – he actually brings the stories of six major, India-
based companies to life and demonstrates how they have all managed to conduct their 
activities implementing a holistic approach to building stakeholder value. 
 
He relates the development, growth, and challenges of each of the six which cover the 
following industrial sectors: Banking, Transport, Manufacturing, Hospitality, Energy, and 
Construction. Further, he discusses their respective approaches to stakeholder 
management and in so doing, infuses these accounts with lively anecdotes and detailed 
interviews. With such access to prominent industry leaders, Shah is able to extract 
common underlying principles of the selected subjects and present leadership strategies 
in a manner for others to replicate. He provides a revolutionary demonstration of the 
“transformative role that businesses can play in society through an approach that 
balances economic growth and social good.” Specifically, these selected case studies 
highlight the following conclusions: 
 Rules, regulations, investigations, and monitoring can only reign in and control 
some acts of illegal or immoral conduct; real and lasting change must come from 
within and permeate the very core of the business proper or other like institution; 
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 Employees must be an integral and vested part of an entity’s decision-making 
process; in essence, they must be allowed to contribute their opinions, share their 
experiences, and be treated with integrity; 
 There must be unobstructed access to management as those occupying the 
highest positions of leadership have fiduciary responsibilities and must serve as 
societal trustees; 
 Employers should provide benefits to their employees that complement monetary 
compensation; the intangibles of pride and inspiration propel an allegiance that 
cannot be underestimated; 
 Short-term financial gains motivated by greed and myopic thinking must be 
preempted by a real-world view of all persons and institutions impacted by such 
actions and decisions; 
 By embracing long-term sustainability objectives, management strategists are 
better able to achieve a comprehensive and diverse consensus which steers their 
respective organizations to attain long-lasting value that transcends mere 
quarterly reports;   
 Channeling more voices into the decision-making process has allowed these 
companies to actually embed and preserve cultural heritage and respect for 
benevolent traditions;  
 Leaders must champion collaboration over collusion, dialogue over confrontation, 
appreciation of experience over the establishment of hierarchal categories, 
incentivization over career stagnation, and values congruence over division;  
 It is important to create and implement an operational paradigm which embodies 
more of a Gates-type “benevolent capitalism” character as opposed to shaping 
company policy in congruence with a Freidman monetarist, anti-statist approach; 
 Companies must lead exhibiting genuine care of their constituents and strive to 
build lasting relationships throughout public-private sectors; and 
 It is the optimum duty of industry to identify and raise the marginalized, 
recognizing that all forms of human interaction reflect a symbiotic element. 
 
Each case study of WWC concludes with strikingly helpful and informative “best lessons” 
for others to emulate and adopt – either in whole or in part, depending upon the nature 
of their organizations. To further supplement this iteration, the end of the book is 
equipped with “how-to” toolkits - each providing common underlying themes and moral 
principles used to generate this win-win strategy.   
 
These companies are not portrayed as the complete panacea to corporate malfeasance 
and greed worldwide. Shah does not temper his analysis by simply highlighting their acts 
of beneficence and obfuscating their shortcomings. Instead, he provides comprehensive 
accountings of the challenges they face and oftentimes fail to overcome. While many of 
the selected companies have learned from past lessons, they certainly have not been 
immune from scandal. Most have used their impediments as a springboard to effect 
positive change, but only after careful reflection and rectification of off-course actions.  
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Win-Win Corporations is quite simply a merger of heart and mind. It is both engrossing 
and engaging and has come at a time when the corporate practices of offshoring, 
outsourcing, and exploitation for quick shareholder profit need to be publicly exposed 
and rectified. Businesses must be conscious of outlaying deteriorating communities, 
infrastructure, and general societal hopelessness. WWC provides its readers with 
possible templates which can be used to help ameliorate such dysfunction. When the 
challenges are many and examples of emulative leadership are few, these narratives 
provide examples that not only business students and CEOs can absorb and adopt, but 
even younger audiences should comprehend and welcome.  
 
The message of this book is more needed now than at any other time. As a global 
community, we are facing the unprecedented subversion of people’s needs to placate 
the unbridled greed of a few ― in both politics and business. True leaders must help 
direct the fight against such unparalleled challenges including the problems associated 
with escalating Climate Change and global environmental degradation. 
  
WWC should be used as a manual – not just within the business world, but throughout 
academic circles to guide us all with respect to what and how we are teaching the next 
generation of leaders and followers. What I hope to see in the future from this author 
would be an update ― an epilogue of sorts ― to report to the public about how these 
same companies are responding to the more complicated needs of the larger, collective 
global stakeholder in relation to changing technologies, rising populations, demand for 
clean energy, and greater emphasis on regional trade. 
  
― Elizabeth F. R. Gingerich 
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